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A STUDY OF THE EXTENT AND NATURE 
OF LABOUR TURNOVER 
IN HOTELS 
ABSTRACT 
This thesis sets out to investigate the extent and nature of labour 
turnover in hotels. The general thrust of the work is to build up on 
existing knowledge. This knowledge, as appraised in a review of the 
past literature, is based primarily on measures and manifestations of 
labour turnover which are external to aD organisation. Thus, while the 
work starts from a broad base illustrating the overall extent of staff 
turnover in the hotel industry, the main part of the study concentrates 
on the phenomenon of labour turnover on a smaller scale and from an 
intra-hotel perspective. To this end traditional concepts of labour 
market theory are used to comple.ment the principal theoretical framework 
used in this thesis, a framework which is concerned with internal labour 
markets. 
From this theoretical base is derived an index of managerial 
practices which is instrumental in building up a composite picture of the 
internal labour market structure of hotels. The different characteristics 
of labour turnover are then examined with regard to this structure. 
Five principle findings emerge from this thesis: 
- That hotels arean example of very weak internal labour markets; 
That hotel managers work in a relatively unconstrained environment, 
yet appear to do nothing in response to labour market pressure; 
- That the phenomenon of labour turnover in hotels can be concieved in 
terms of a stable and an unstable element in all establishments; 
- That the extent of variability within hotels and within occupations 
suggests some other common influence. The evidence here indicates 
this influence to be managerial practices; 
- That, although labour turnover in hotels was confirmed to be very 
high, some of the other reputational cliches on the subject have been 
·"brought into question by the findings.,'The greater instability of 
'back of house' staff is queried, and that particular occupations are 
inherently unstable is thought doubtful. 
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1.0 INTRODUCTION 
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1.1 INTRODUCTION TO THE STUDY 
1.1.1 DEFINItION OF LABOUR TURNOVER 
Labour turnover has been described as "a costly, complex, interactive 
phenomenon II (I), and because of this complexity, there arises a problem 
of definition. The term labour turnover can be used in a number of 
contexts - to refer to a change of job,.occupation, employer, or place 
of work. It can also subsume a variety of interrelated types such as 
voluntary versus involuntary turnover, controllable versus uncontrollable, 
and the inclusion of redundancies or retirement, etc. The difficulties 
of definition and the widespread variations used are discussed more fully 
in the literature review (see Section 2.1). However, for the purposes of 
the present study, it is necessary to establish a standard specification. 
In this case, the definition suggested by PETTMAN is used: 
LaboUIL tUlLnoveJl. c.an be de..6CJU..bed M "the movement 06 i.aboUIL 
out 06 an oJtgaYVi..6a.Uon." (2) 
Clearly this definition is broad, covering all the aspects of labour 
turnover just mentioned. It is considered appropriate here, however, 
as this study intends to look at the phenomenon of turnover in hotels 
in very much an exploratory way. In addition, present knowledge of the 
reasons why hotel staff leave is limited. Indeed, it is felt that there 
is not sufficient empirical information available at this stage, to just-
ify categorising labour turnover into more detailed classifications. In 
other words, the study seeks to work towards, rather than being able to 
start from, an adequate conceptualisation of labour turnover in all its 
ramifi ca t ions. 
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1.1.2 MEASUREMENT OF LABOUR TURNOVER 
Although the ·concept of labour turnover is widely used, variations in 
the definitions used are reflected in different methods of measurement. 
This tends to limit, to a certain extent, the value of comparing one 
organisation or industry with another, unless there is a common basis to 
the data. Furthermore, there are 1 imitati ons and weaknesses inherent in 
some of the methods used to measure 1 abour turnover. 
There are three main indicators of turnover in use. They are the crude 
turnover rate, survival curves, and stability indices, each with varying 
degrees of mathematical complexity. It is generally accepted as unlikely 
that any single indicator alone will provide an entirely satisfactory 
measure of turnover. However, as the following paragraphs point out, 
each has its value in a study of labour turnover. 
Crude Labour Turnover Index 
The 'crude labour turnover index' is the most common measure used to 
indicate a firm's ability to retain its staff. It is normally calculated 
as an annual or six-monthly figure showing the difference between the 
average number of people employed and the number of employees leaving the 
company, expressed as a percentage. The conventional formula is: 
Annual turnover = 
Number of leav~rs 
Average number 
employed over year 
x 100 
Although this measure is commonly used, it does have weaknesses. Firstly, 
the meaning of any percentages given will depend largely on the number of 
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employees in a particular department or organisation, and this is not 
usually referred to. For example, one employee could leave from an 
organisation of four employees,' giving an annual turnover percentage of 
25; while another company of 160 employees may lose 40 workers and still 
exhibit a turnover percentage of 25. The loss from the first organisation 
may in fact not be as serious as the loss of a number of workers from the 
second. It will depend on the ease with which a company can replace the 
leavers, among other things, and this is not indicated by the turnover 
percentage. 
Similarly, the crude turnover index may be misleading in that the same 
turnover percentage may be obtained from different leaving patterns. For 
example, a given rate may indicate either many jobs within an organisation 
where the turnover rate is very low; or a small number of jobs which, 
because of many reasons, may have consistently high turnover. Both these 
trends will be hidden by the crude turnover rate which only gives a general 
average, and yet both present quite different problems for management. The 
crude turnover rate does not show the length of service each leaver has had 
with the organisation. 
Finally, on an annual basis, the crude wastage index only shows the number 
of employees leaving an organisation, and does not necessarily show how 
many jobs need to be filled. This would be of particular relevance in 
situations where the organisation is either expanding or decreasing the 
size of its overall workforce. 
Stability Index 
An alternative, and possibly more useful way of measuring turnover, is a 
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stability index. This ha~ the advantage that it incorporates a measure 
of the proportion of the labour force who stay in employment over the 
year. 
Various formulae have been suggested for the stability index in past 
years and the one used here has in fact been developed from these earlier 
propositions (3). This stability index derives from a 'stability curve' 
which plots the percentage of present employees who were with the firm 
at time t, against time. The stability index then expresses the area 
under this curve as a percentage of the maximum possible stability over 
the number of years considered (see Figure 1.1.1): that is, the theor-
etical situation where all employees remain with the firm for the total 
time period considered. 
Figure 1.1.1 The Stability Index Shown Graphically 
B N 
A 
n years 
ago 
now 
Consider, therefore, a case where the stability curve has been drawn 
for the 'number of employees at time t', expressed in individual units 
and not as a percentage. N is the total number of employees, and n the 
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number of years over whi~h the stability is being measured. Ln is the 
total length of service of all present employees measured over the past n 
years, and represents the area under the curve. The area of the rectangle 
ABND represents the maximum possible stability, and measures n x N. The 
stability expressed as a percentage of the maximum possible stability then 
becomes: 
Ln 
x 100% = Stability Index 
n x N 
This ratio is a useful indicator of an organi-sations' ability to develop 
a pool of long-serving·staff. However, the formula given here makes one 
main assumption: that the labour stock size remains constant over the 
period being measured. This condition being satisfied, makes the stability 
index a useful measure in that it is easy to calculate and requires only 
simple and accessible data. 
However, if labour stock size changes, during the period under study, the 
computation of stability becomes slightly more complicated. The total 
size of the labour force then has to be measured in blocks to denote the 
different levels of employment for each time period. Thus the formula 
for the stability index becomes: 
x 100% 
x 
ni . Ni 
i=1 
where x ni . Ni is the sum of the steps in the expansion of the labour 
i=1 
force. Each step is measured as the total size of the labour force at 
that time (Ni), multiplied by the number of months it remained at that 
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size (ni). x is the number of such steps. This concept is illustrated 
in Figure 1.1.2, where an expanding labour force is taken as the example. 
Figure 1.1.2 The Stability of an Expanding Labour Force. 
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A third measure of labour turnover is the Survival Curve, which shows 
the relationship of turnvoer to length of service or age of the employees. 
The leaving rate each month is plotted as a proportion of the original 
group of entrants. It is of particular use to show the turnover of the 
first few months to a year for a group of recruits, the period known as 
the 'induction crisis' in which a large proportion of staff often leave. 
Survival curves can be drawn for any fairly large unit of employees such 
as a department, or firm. It can measure how successful that unit is in 
retaining staff, or may be used to identify how long a particular cohort 
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of new recruits survive. 
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1.1.3 LABOUR TURNOVER IN THE HOTEL INDUSTRY 
Labour turnover is widely recognised to exist in most industries. This 
is particularly so in the hotel and catering industry where studies have 
isolated abnormally high levels of turnover (see Figure 1.1.3). 
Figure 1.1.3 Annual .Labour Turnover Rates in Hotels and Catering. 
Labour Sector No. of Research 
Turnover Units. 
% 
60 ... 230 London Hotels 11 LYONS &DIX,1976. 
28-222 Varied Hotels 21 MARS,1979. 
00-506 Similar Hotels 7 JOHNSON, 1980. 
80-120 HCr. (skilled) 20 N.E.PILOT,1974. 
60-160 HCr. (unski 11 ed) 20 N.E.PILOT,1974. 
20-216 HCr. (mixed skills) 33 H & C. EDC, 1973. 
Source: LYONS, D. (1983) (5). 
This table not only highlights the extent of labour turnover in the hotel 
and catering industry, but also that the highest turnover rates are con-
sistantly found in hotels. A further study shows the extent of turnover 
in different types of hotel.(see Figure 1.1.4). 
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Figure 1.1.4 Labour Turnover by Type of Establishment. 
Small Small Large Large 
popular quality popular quality TOTAL 
hote 1 s hotels hotels hotels 
Total number of 
employees. 1315 976 463 2015 4769 
Total leavers in 
previous 12 months 864 944 611 1676 4095 
Turnover, %. 65 97 132 83 86 
Source: Hotel and Catering EDC. 1975 (6). 
Clearly, there is, therefore, evidence that hotels exhibit very high 
rates of labour turnover. However, it is not until~these rates are set 
in context by comparison with other industries, that the real value 
emerges. The Department of Employment statistics, in all manufacturing 
industries, for example, give an annual average labour turnover rate for 
1978 of 26% (7); while in 1975 a survey declared that lithe labour force 
in catering has been considerably less stable that 'all industries and 
services ' (see Figure 1.1.5) .. Furthermore, there has been deterioration 
in hotels and catering each year since 1971" (8). For manufacturing 
industries, on the other hand, the rates of turnover have been "falling 
steadily since 1966" (9). 
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Figure 1.1.5 Comparisons of Labour Stability 
% with more than 12 months' service 
Full-time manual men 
Catering (defined as MLHs884-888) 
All industries and services 
Full-time manual women 
Ca teri ng 
All industries and services 
Full-time non-manual men 
Catering 
All industries and services 
Full-time non-manual women 
Catering 
All industries and services 
April 1971 
65.4 
86.5 
67.1 
81.4 
84.1 
90.4 
69.5 
80.0 
Source: Hotel and Catering EDC (1975) (10). 
April 1973 
55.9 
83.4 
59.3 
78.1 
78.7 
88.5 
54.4 
77.5 
These figures and quotes, while not conclusive evidence, do strongly 
suggest that labour turnover is particularly high in the hotel and 
catering industry, and that there is a need for further research into 
the area. Unfortunately some sources suggest that there is a problem 
in convincing managers that they ought to consider high labour turnover 
and the subsequent manpower costs as a priority problem. One reason for 
this acceptance of labour turnover as a "regrettable fact of life" about 
which they can do nothing (11), would seem to be because the causes of 
the problem are ascribed to factors inherent in the nature and structure 
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of the work (see Section 1.2). 
However, a closer look at the problem of labour turnover in hotels would 
suggest that this is not the whole picture. There is clear evidence 
that labour turnover rates range enormously from one hotel to another, 
and even from one department to another (see Figures 1.1.3 and 1.1.6). 
Therefore, although labour turnover is certainly a major problem, it is 
also one which some units appear to deal with far better than others. 
The high average rates of turnover clearly hide some very marked depart-
mental differences. At their worst, these departmental rates rise .as 
high as 400-500%; yet at the other extreme they reveal pockets of high 
staff stability. This would seem to indicate that the turnover problem 
is not universal in its coverage or depth, and suggests that there are 
some elements of the problem which are controllable. 
The present research sets out to study labour turnover in hotels to 
ascertain a greater understanding of the phenomenon and to try to identify 
the extent to which turnover is governed by inherent characteristics of 
the industry or by poor managerial and manpower practices. 
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1.2 INTRODUCTION TO THE HOTEL INDUSTRY. 
This section sets out to briefly introduce the reader to the hotel 
industry; and, in particular, to those characteristics of the industry 
which make it of special interest for a study of labour turnover. This 
study highlights the dimensions of the industry, its functions and 
structures; the characteristics and nature of the workforce; and the 
general conditions which are encountered by employees working in the 
hotel industry. 
However, there are limitations to the data which are available for this 
purpose. Firstly, the hotel industry has no compulsory or comprehensive 
registration system, so the exact number of establishments in operation 
is unknown. Similarly, it is difficult, in some cases, to be precise 
with figures concerning the staff in hotels, because they are often 
compiled together with employees from other parts of the hotel and 
catering industry. Finally, it should also be borne in mind that, in 
many cases, hotels are family-run operations. A proportion of the hotel 
workforce may therefore be 'unofficial, family workers' and, as such, 
may be absent from industry figures on employment. 
Despite these limitations, the following section clearly shows that the 
hotel industry has some distinctive, if not unique, characteristics: 
characteristics which may bear some relation to the high rates of labour 
turnover already mentioned (see Section 1.1). 
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1.2.1 DIMENSIONS OF THE INDUSTRY. 
The hotel sectnr is just a small part of the hotel and catering industry, 
supplying food and accommodation. The distribution of the different types 
of accommodation within the sector are shown in Figure 1.2.1. However, 
this study concentrates only on a part of the hotel industry, that of 
licensed hotels as classified by the Central Statistical Office. They 
define licensed hotels as: 
"HoteRA, moteL6 and gUe6t hoU6e.6 pll.ovicU.ng oveJtni..ght, 6U1l.n-L6hed 
ac.c.ommoda.:Uon wlih 600d and .6eJtvic.e whic.h a.Jt.e lic.el'L6ed to .6eJtve. 
alc.oholic. i.iquoll..·11 '1 J 
There are a few distinctive features of the structure of the hotel ind-
ustry which should be noted at this point. Firstly, the industry is char-
acterised by large numbers of small units, which are widely dispersed over 
the whole country. For example, the HCITB (3) suggest that over 50% of 
the hotels in England have 10 bedrooms or less; and Figure 1.2.2 below 
shows the statistics given by the British Tourist Authority on the dist-
ribution of hotels, giving an average of approximately 30 beds per hotel. 
Figure 1.2.2 The UK Hotel Industry in 1983. 
Number of Bedspaces Beds per hotels hotel 
England 15,896 535,208 33.6 
Scotland 2,996 88,117 29.4 
Wales 1,321 42,964 32.5 
Source: BUTTLE, F. 1986 (4) 
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Figure 1.2.1 Numbers Of Hotels, Guest Houses And Other Types Of 
Accommodation 
LICENSED PRIVATE ~ 
HOTELS & GUESTHOUSESl 4,500 
Notes: 
1 50% of the hotels 
in England have 10 bedrooms or less. 
2 The number of unlicensed hotels and 
guest houses is not known. 
3 Of the 1.600 camping and holiday caravan sites. 
35% are estimated to have catering facilities. 
<I 2.600 of this total arp. holiday farmhouses not offering 
bed and breakfas!. 
Source: HCITS 1984 (2) 
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.~ : T, • • \~ '. .. •• 
. : '.: Engian~-{('~' . 
.::12,900 ·,.il"· 
(\~::.: ·:;-':::£L _ -"""7-
HOLIDAY CAMPS CAMPING 
& HOLIDAY CARAVAN 
SITES) 1,600 
In addition, the industry is characterised by a predominance of indiv-
idually-owned units, with the hotel groups generally owning the larger 
establishments. In 1985 the twenty top hotel chains in the UK, for 
example, accounted for only 0.3 per cent of all the hotel stock, which 
in fact represented approximately 23 per cent df all UK hotel rooms, 
giving those group-owned hotels an average of 118 rooms per establish-
ment (5). 
One point that arises from the fragmented nature of the hotel industry 
is that there develops a rather individualistic tendency in many manage-
ment~ with comparatively little desire to take an interest in corporate 
action with regard to the Government attitudes to the industry, recruit-
ment and training. 
The geographic dispersion of hotels throughout Great Britain is by no 
means even, but very much determined by the location of the demand. 
Almost 80 per cent of the hotels are located in England (see Figure 1.2.2)) 
the largest of which are to be found mainly in London. 
Another factor which has often been mentioned as characteristic of hotels~ 
and also as a contributor to high labour turnover, is the seasonality of 
demand. However, in 1975 the Hotel and Catering EDC showed that in 50 per 
cent of their sample of hotels seasonality did not lead to fluctuations in 
staff requirements (6). This percentage has probably since increased, due 
to a greater exploitation of 'off-season' trade through the conference and 
business markets. 
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1.2.2. STAFF IN THE HOTEL INDUSTRY. 
"Orte. 06 the. irtdU6VLy';., ma.i.rt ll..e.-6ou/tCe.-6 i;., the. pe.ople. who WOIl..h. irt 
it. It i;., impoJr..ta.rtt that the.y ;.,houf.d be. U6e.d e.66e.cUve.i.y and 
that the. irtdU6VLy ;., houf.d be. a.ble. to a.;ttJLa.ct a.nd h.e.e.p the. .I.lta.66 
rte.e.de.d to PIl..O vide. the. ;., e/tvice.-6 the. public de.ma.rui6." (7) 
This quote by the Hotel and Catering EDC highlights the importance of 
the workforce to the hotel industry, a value .that is high because of the 
very labour-intensive nature of the work. It is an industry that depends 
very much on personal service and on a workforce that cannot be totally 
replaced by machines. 'In addition, the hotel industry employs an 
increasing proportion of the total workforce (see Figure 1.2.3), account-
ing for 1.4% of the total employed in the UK in 1983. 
Figure 1.2.3 Employment in Hotels, UK (OOO's) 
Tota 1 UK Total Hotel Percentage 
employment employees of total 
1981 21,870 272 1.2 
1982 21,473 279 1.3 
1983 21,210 290 1.4 
Source: BUTTLE F: 1986 {8) 
There are other characteristics of the hotel labour force that make 
it quite distinctive. Firstly there is an unusually high proportion of 
female workers. The census of population, 1981 suggests that 68 % of the 
hotel workforce is made up of women (9) and this is in reverse of the 
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distribution in the overall national working population (see Figure 
1.2.4). 
Figure 1.2.4 Male / Female Employment. 
Hotel and Catering Working 
Workforce Population 
Men 32% 63% 
Women 68% 37% 
Source: KNIGHT, I B. 1971 {IO} 
The high percentage of female workers suggests that the total industry 
is particularly exposed to the peculiar pattern of women IS careers and 
mobility, which reduces their availability with the advent of family 
responsibilities. It is also interesting to note the distributions of 
the male and female workers in different occupational grades. Clearly 
the excess of female workers is concentrated in the lowest grades of 
work; and men are mainly in supervisory or managerial po~itions 
(see Figure 1.2.5). 
Similarly, the hotel industry is characterised by a higher proportion of 
part-time workers and it is women who mainly occupy these jobs (see 
Figure 1.2.6). This further suggests that part-time work is a way in 
which women in the hotel industry adapt their work patterns to their 
family responsibilities. 
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Figure 1.2.5 Occupational Distributions by Sex of Workers in the Hotel 
and Catering Industry. 
Self- Apprentices 
Managers Foremen 
employed and others 
Men 8622 6163 1410 13029 
Women 5798 4519 2418 51092. 
Source: eensus of Population: 1981 (11) 
Figure 1.2.6 Full and Part Time Workers in Hotels. 
Full-time Part-time Total 
Tota 1 staff 68.2% 31.8% 100% 
Women 54.0% 46.0% 100% 
Men 93.0% 7.0% 100% 
Source: Census of Population; 1981 (12) 
Students and foreign workers are two further groups which show an 
unusually high presence in the workforce of hotels. Students in part-
icular may influence the high rates of turnover in hotels by the very 
nature of their employment as casual or seasonal workers. Foreign staff 
comprise 14% of the workforce, approximately double the proportion of 
foreigners among employees in the overall labour market. (13) 
Finally the distribution of employees in relation to skill levels may 
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bear some light on the mObility of staff. The proportiori of skilled to 
unskilled workers in hotels is almost 1:1 and this has been broken down 
even further into the proportion of employees in different skill levels 
(see Figure 1.2.7). However, despite this high proportion of skilled 
workers, the hotel industry has been found to have a surprisingly 
unskilled intake. The HCITS suggest that hotel workers generally have 
only minimal educational standards, and found that 80% .. of the workforce 
left school at the minimum age (IS). Furthermore, although formal qual-
ifications were claimed by 20% of the hotel workforce, many of such 
qualifications were not in fact related to hotel and catering work. 
Figure 1.2.7 Distribution of Hotel Employees by Skill Levels. (1982) 
Management Supervisory Craft Operative Specialist 
Hotels and 17% 5% 12% 61% 5% 
Guesthouses 
Source: HeITB 1984 (14) 
This lack of formal training, coupled with the hotel industry's require-
ments for a range of quite distinct skills, would seem to suggest that 
hotels themselves must constitute a quite significant training ground. 
However, as mentioned earlier, the industry comprises a large proportion 
of very small units, with limited training capacities and, presumably, 
a restrictive ceiling to the skills which can be learnt in a particular 
unit. This suggests that there is a need for increased training, yet, 
the individual units are unable to fulfil this need, so the industry 
promotes mobility between units as the easiest and most obvious method 
of increasing skill acquisition. 
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1.2.3 CONDITIONS OF WORK AND EMPLOYMENT 
Work in the hotel industry has two distinctive characteristics. Firstly, 
it is governed by an unpredictable demand and by external forces such as 
licensing laws; and secondly, the work is very much orientated towards 
personal service and a direct relationship between the staff and customers. 
Both bf these can create pressures for staff working within the industry. 
The level of personal service, for instance, means that employees receive 
direct feedback of satisfaction, or more often of dissatisfaction, from 
customers. 
The nature of the demand for hotel services may also place increased 
pressure on hotel employees. This demand is invariably both irregular 
and unpredictable; and hence staff experience ever varying extremes of 
work pace and pressure. Similarly, the demand for hotel services often 
results in staff having to work long hours of daily operation, and split 
shift schedules. The HCITB study on labour mobility (16) studied the 
hotel and catering industry as a whole, and found that hotels appeared to 
have the most demanding hours, with a high proportion of full-time staff 
working over 50 hours per week. In addition, they report over 90% of 
hotel staff having to work some Saturdays, and 77% working Sundays. 
Furthermore, 48% of hotel staff are employed on a split-shift basis. 
Tolerance for split-shifts could, to some extent, be related to the fact 
that one quarter of hotel employees "live-in", making split shifts less 
inconvenient. 
"Living-in" is quite common among young staff whose working life and 
social life then frequently become closely related so that their work-
place becomes a "total environment". The hours worked by such staff 
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are certainly much longer than for those who live at home; but living-in 
can also offer special advantages to some staff. These workers have no 
investment in their housing and, often only a minimum of personally 
owned furnishings, so job moves over a considerable distance may create 
little cost. It seems therefore that it is likely that "living-in" 
assists, if not encourages, greater mobility. Indeed offering staff 
accommodation may help employers to attract workers who rely on this 
) 
fringe benefit, but it does not necessarily help employers to retain 
them. 
The hotel and catering industry is also renowned for low trade union 
membership. In hotels, membership is virtually limited to two unions, 
the Hotel and Catering Workers' Union and the Transport and General 
Workers' Union, and they represent only 6% of the total hotel workforce 
(17). This is very low in comparison to the national average of member-
ship of 59% in 1981 (18). The nature of the industry structure with its 
large number of geographically dispersed establishments and fragmented 
labour force is thought to contribute to low union membership, making 
communication and representation difficult. Other reasons that have 
been cited include the highly mobile workforce, the proportion of part-
time and casual staff, the seasonality of demand, the individual contract 
making in hotels, employer and employee resistanceJand a traditional lack 
of trade unionism (19). 
Finally, in the hotel and catering industry there is a reputation for 
low pay. This is borne out by the New Earnings survey of 1982 which 
show~ the average gross weekly pay in, hotels and catering is consider-
ably lower than the average pay for all industries and services (see 
Figure 1.2.8). This is particularly true for the male manual workers 
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and for women in the industry. As women represent over two thirds of 
the workforce, this indicates that large numbers of employees in the 
hotel and catering industry receive low rates of pay. 
Figure 1.2.8 Average Gross Weekly Pay for the Hotel and Catering 
Industry and All Industries and Services in April 1982. 
Average Gross Weekly Pay 
Men Women 
Full-Time Full-Time Fu 11-Time Full-Time 
. Manua 1 Non Manual Manual Non Manual 
21 years+ 21 years+ 18 years+ 12 years+ 
£ £ £ £ 
Hotel and 
Catering 97.6 123.7 66.3 80.1 
Industry 
All Industries 
and Services 131.4 177 .9 78.3 104.3 
Source: Department of Employment 1982 (20) 
On the other hand,"it has long been recognised that the monetary 
wages paid to many hotel workers do not constitute their total 
earnings".(21). Fringe benefits for hotel staff can include subsidised 
food and accommodation, tips or service charge, uniforms, transport-
ation to work, seasonal bonuses and various discount schemes, and what 
has been described by MARS and MITCHELL as "fiddles" and "knock-offs" 
(22). However, JOHNSON (23) compared the provision of benefits in 
hotels with a survey of general industry, to show that the earnings 
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gap between hotels and industry actually widens when fringe benefits are 
taken into consideration. Only in the case of accommodation is the 
difference in favour of the hotel and catering industry considerable. 
So, to sum up, the conditions of work and employment in the hotel 
industry would seem to be far from ideal. Long and unsocial hours of 
work, low pay, little union protection, limited-training, and the 
pressures associated with personal customer contact. It is against this 
background that this study looks at why staff in hotels exhibit such high 
rates of labour turnover. 
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1.3 INTRODUCTION TO LABOUR MARKET THEORY 
The labour m~rket is the mechariism through which the pricing and alloc-
ation of labour, as a factor of production, occurs. The market for 
labour, much like any other market, has two sides: on the one hand 
there is the demand, made up of the producers of goods and services as 
employers or purchasers of labour services; while on the other side 
there is the supply, composed of individuals or groups as the sellers 
or suppliers of labour services. However, it should be noted that labour 
markets do have distinctive features that differ from other forms of 
market. Those features arise from the nature of the commodity, labour, 
as an animate resource. Labour is highly differentiated by education and 
training ability, location, age, and other factors. Not only will labour 
compete against itself, but also carries with it intricate relationships 
and motivations. 
In addition, the employment of labour involves a continuing personal 
relationship between employers and employees, whereas transactions in 
commodity markets are usually brief and impersonal. The complete terms 
of the contract are often implicit, and rarely defined in full detail. 
Furthermore, the labour contract would seem to be unique in that the 
worker agrees to provide labour services in return for an agreed wage, 
but still retains • property' rights in himself. In this way, any skills 
which are acquired by an employee in carrying out the prescribed work, 
or from formal training, remain the 'property' of the employee, not the 
employer. 
Labour is difficult to transport, is not transferable, and cannot be 
stored. If labour services are not used on a particular day, it is 
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clearly not possible to use them on a later occasion, as would be the 
case with other commodities. Similarly, the person selling the services 
of labour must deliver them in person, and be present when they are 
applied. An important implication of this is that it is necessary for 
the worker to live within a reasonable distance of his place of employ-
ment, a distance that defines the boundaries of the local labour market. 
The ability and willingness of individuals and households to move their 
place of residence is often severely restricted by a variety of factors, 
and this will affect the way in which labour markets are able to adjust 
to changing circumstances. 
All these factors clearly contribute to the rather speciaJ nature of 
labour markets. However, the real crux of the issue would seem to be 
that what is being bought and sold, indeed, is not labour, but 'labour 
power'. In other words, the capacity to perform labour. The problem 
of 'trading' labour, therefore lies not only with the supply and demand, 
but also with 'converting' the potential 'labour power' of workers into 
actual labour. This would seem to be a key problem of management and 
work organisations. 
Clearly, then, the market for labour is a unique one. This chapter sets 
out to introduce the concepts of the labour market which are relevant to 
a study of labour mobility, based on two different types of market: that 
of the external labour market and the internal labour market. 
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1.3.1 THE EXTERNAL LABOUR MARKET 
1.3.1.1 Occupational Choice 
When looking at the external labour market, economists take the idea 
of the perfectly competitive model as an analytical starting point. 
The basis of this model is the theory of occupational choice as pro-
pounded by Adam SMIT~ (1). He says that II ... in a society where things 
were left to follow their natural course, 'where there was perfect 
liberty, and where everyman was perfectly free both to choose what 
occupation he thought 'proper, and to change it as often as he thought 
proper, ... every manls interest would prompt him to seek the advantag-
eous, and to shun the disadvantageous employment. 1I The essential feature 
of this argument is that individuals will move between jobs until the net 
advantages of differing jobs are equalised. 
The actual procesS of occupational choice would seem to have three dis-
tinct stages (2). Firstly, there is the formation of general occupational 
preferences. Secondly, the making of more specific occupational choices 
which guide the individual in planning investments in education and train-
ing. And thirdly, the process involves short-run Ijob search I in which 
no major change in the individual IS human capital takes place. The second 
stage develops from the first by virtue of the need to take decisions 
about education and training which are not directly connected with a part-
icular job. These decisions require the individual to stipulate the 
strategic position to be adopted from which to launch the search for a 
particular job. Job search activity is not then confined to initial entry 
or re-entry to the labour force, but punctuates the working life of an 
individual. 
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So, in looking at the steps involved in occupational choice we should 
first consider the grounds on which an individual will judge the net 
advantages of different occupations or jobs. 
It would seem apparent, that wages alone do not constitute the sole, or 
even the main mechanism in the allocation of labour. A number of studies 
(3) have demonstrated a positive relationship between wage changes and 
employment changes in the short-run, but no such relati.onship over longer 
periods. It is also clear that there is wide variation in wage rates 
occupationally and geographically. If labour were perfectly mobile and 
responded rapidly to wage differentials, it would be expected that 
employers I demands for labour wou,ld affect the geographical and indust-
rial distribution of manpower rather than the distribution of wages. 
This latter would be determ.ined by the supply of different types of 
labour, according to their abilities and training. Similarly, mobility 
would tend to equalise geographic differences in rates of pay within 
occupations. However, there are conflicting theories to suggest why 
this is not so (4). On the one hand it seems debatable whether in 
practice the labour market embodies sufficient flexibility to promote 
such equalisation. The other argument is that institutional constraints 
on mobility generate stable pay inequalities. For example, if a firm 
wishes to minimise turnover costs and to offer price stability as a form 
of insurance for workers, then they may well discriminate in favour of the 
more skilled among manual and non-manual employees whom they see as more 
valuable. This suggests there is a trade-off between wage rate adjustments 
and turnover costs. 
A third argument could suggest that wage differentials are not equalised 
by the mobility of labour because of other factors which intervene in 
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the motivations of occupational choice. SMITH (5) suggests there are 
five additional factors arising from the circumstances of the employ-
ment itself which will 'counterbalance for the inequalities of wages. 
Firstly he suggests the 'agreeableness' of the employment for the work-
ers, considering the ease of work, cleanliness, and honourableness. 
Secondly, the 'easiness and cheapness' of learning the business. It has 
long been accepted that skill acquisition involves an investment in 
human capital, and that earnings are foregone during training in the 
expectation that there will be additional lifelong benefit of income 
derived in later years from using the human capital created. The third 
condition SMITH (1977) suggested was 'constancy of employment'. Account 
is taken by workers of the relative probability of finding and keeping 
a job. Similarly, individuals' decisions will also depend on their 
optimism (or pessimism) concerning their ability to be successful in an 
occupation. Finally, and probably of less relevance today, SMITH (1977) 
suggests occupational choice will depend on "the degree of trust which 
is placed in the workers" which in turn gives them "a worthwhile rank 
in society". In other words, the prestige or status of a job. 
In addition to these non-price adjustment 'mechanisms' in the labour 
market, earnings differentials which seem to be incompatible with com-
petitive theory may exist because of uncertainty or incomplete inform-
ation. This leads us to consider the ideas involved in 'job search' 
and 'job shopping', both of which revolve around a basic assumption of 
the labour markets being characterised by imperfect information on job 
opportunities and the availability of labour. 
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1.3.1.2 Job Search and Job Shopping 
It has been suggested that jobs, like most other goods, offer a worker 
two types of characteristic (6). Firstly, jobs have 'search' charact-
eristics, the utility of which can be assessed by 'inspection'; and 
secondly, there are 'experience ' characteristics. These latter qualities 
can only be assessed by an individual after he has actually worked in the 
job; for example, worker relations, supervision and management styles and 
work pressures and demands. The process whereby a worker samples diff-
erent jobs in order to find one to which he is suited has been called 
'job shopping'; whilst" 'job search I , on the other hand, does not involve 
physically sampling the employment offered, but an assessment of jobs on 
the more discernible elements, such as salary, location, hours of work 
and certain fringe benefits. 
'Job shopping' would seem to be of particular relevance to people at the 
outset of their working life; people with low amounts of experience. 
They will have the greatest difficulty in predicting accurately either 
their own performances in a job or their liking for the job. 'Shopping' 
for jobs through 'trial and error l serves as the 'search' process for 
largely inexperienced workers until they can more perfectly predict 
their performance and satisfactions in particular employments. Thus 
this would seem to account for high rates of mobility among workers new 
to the labour market. Empirical evidence (7), however, suggests that 
not many searchers accept jobs on a temporary basis until they find a 
better offer. Most quitting seems to take place because workers have 
found better jobs with other firms, which also implies an element of 
job search. 
- 33 -
The collection ,of information about vacancies and job offers and the 
agreement of contracts is left very much to individual participants, 
with no centra~ organisation or agency. Because of the great variety 
offered in terms of wages, job content and other rewards, individuals 
work to optimise their gains against the costs of search. Each time a 
'searcher' observes a job offer he therefore works out the expected 
returns from accepting it, and the returns to be gained by rejecting it. 
and continuing the search. If the former exceeds the latter it would be 
expected that the searcher wo~ld accept th~ offer. 
Factors influencing the optimal acceptance policies of an individual 
may fall into two categories - those that are specific to the individual, 
such as the scope of his horizon, the order in which he searches firms, 
the costs incurred in search, and the number of unsaccessful searches 
already made; and those that affect all individuals in the labour market, 
such as changes in wage offers or changes in the recruitment policies of 
firms~ 
Wages are seen as a strong stimulator of job-search activity if an indiv-
iduals' wage rate falls relative to other rates of pay. The impact will 
not be so great, however, if wages increase in other jobs, unless all 
other wages rise in proportion to the individuals own wage. However, 
having said this, wage rates in an open market are continually open to 
fluctuation, and because of the uncertainty of wage changes in other jobs, 
a single wage cut may not immediately result in a search for alternative 
employment. The potential exist€nce of job-search though will act as a 
threat to employers who consider persist~nt and drastic wage reductions, 
and acts as a force on which workers can resist wage cuts. 
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Thus, in a competitive market a wage earner is capable of influencing, 
to some extent, the wage he earns. Yet, turning down one offer to 
look for a better one, increases the search period, and hence the costs 
of search. Thus, ceteris paribus, a job observed at one point in time 
will involve lower search costs than one observed at a later date. The 
costs involved to a worker will include information collection costs, 
time spent searching and interview costs. These costs may well be less 
for workers who are searching whilst in full-time employment because of 
contact with the labour market and continued earnings during the period 
of search. However, other views also suggest that individuals who choose 
to be unemployed to search may be more efficient and can concentrate 
specifically on job-search. Uncertainty in general would seem to be 
increased if a worker quits to search, and it has been suggested that 
searching while unemployed weakens the wage-bargaining power of the indiv-
idual (8). 
The costs of search are also influenced by labour market conditions. If 
the value of jobs are depressed by external economic forces then the 
cost of search will be lower as the cost o~ a 'mistake' in selecting a 
job will not be as great. Similarly, if there is little variance in the 
quality of the available options, then the cost of search is lower and 
the advantages of finding out about further job offers are minimal. In 
times of high job-search costs, the incentive to embark upon search 
activity is clearly lessened and so turnover of labour would be reduced. 
What does seem to emerge in a study of search behaviour is that one of 
the most relevant factors revolves around risk behaviour. Different 
individuals exhibit different attitudes and affinities to risk, and much 
of this is reflected in job search behaviour. For example, if 
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uncertainty about future employment is increased by a worker quitting hi's 
job to search for alternative employment, this route is unlikely to be 
followed by people adve~se to taking risks. Similarly, an individual 
forgoes all uncertainties if he accepts the first job offer he observes, 
and the longer the search, the higher the risk involved in finding a 
suitable job. Risk averters are therefore likely to spend a shorter time 
searching than workers who enjoy taking risks. 
Increased search time will decrease the chance of finding alternative 
employment for several reasons. The probability of being offered a 
particular job can be seen as equal to the product of the probability 
of observing the job and the probability of being chosen for that job 
(9). As the period of search increases so it would seem that the avail-
able opportunities would start to be diminished as the individual con-
siders and dismisses them. This decreases the probability of observing 
a suitable job. Also as the search period, and hence search costs, 
increase, an individual will need to seek higher rewards from a job in 
order to cover these costs, and this too will decrease the visibility 
of available options for employment. Finally if the individual exhibits 
a record of an extended search period, particularly relevant to those 
who are unemployed during search, the employer is likely to become sus-
picious of his performance and efficiency at work and so less likely to 
choose him for the job. 
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1.3.1.3 Visibility 
The idea about· the requirement for job-related information in the job 
search, leads us to the theory of 'visibility'. MARCH arid SIMON (10) 
suggest that the movement of workers in the external labour market is in 
fact a balance of two major considerations: "the perceived desirability 
of leaving the organisation, and the perceived ease of movement from the 
organisation". The term 'perceived' is used to indicate the existence 
of imperfect knowledge in the labour market, whereby individuals and 
employers make decisions based on their actual knowledge and assessmen~ 
of a situation. 
MARCH and SIMON's (lOa) work suggests that the "perceived ease of move-
ment from the organisatton" will be governed very much by the conditions 
in the external labour market. Movement from the organisation will seem 
easier when there is a high availability of alternative jobs, a percept-
ion that is based partly on actual alternatives, and partly on 'evoking 
mechanisms'. As a result, the range of organisational alternatives 
visible to a particular person, varies from individual to individual, 
from organisation to organisation, and from situation to situation. 
One of the basic ideas stemming from this concept of the labour market 
mechanisms, with regard to the individual, is that the greater the number 
of organisations scanned, the higher will be the probability that an 
alternative job will become visible. In addition, certain characteristics 
of organisations make some more visible than others. Similarly, some 
individuals may have characteristics which will make them more 'visible' 
to employing organisations. Figure 1.3.1 lists the characteristics which 
MARCH and SIMON (11) suggest may make organisations more visible in the 
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job search process. 
Figure 1.3.1 Visibility Characteristics 
Characteristics' which increase the visibility of 
organisations 
1. Prestige as an organisation 
2. Highly distinguishable products 
3. High number ·of status occupations or individuals 
4. High rate of growth 
5. Greater organisational size 
6. Large number of organisations within the local 
labour market 
7. Increased rate of recruitment 
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1.3.1.4 Recruitment 
Taking one step further leads us to consider the almost perverse 
relationship of recruitment and turnover in the labour market. Clearly, 
if the greater the perceived number of available alternative jobs means 
the greater the perceived ease of occupational movement, then labour 
turnover would appear to be positively correllated to unfilled ~acancies 
in the labour market. This introduces several practical implications 
which have been expanded by (EICESTER (11)' and by RILEY (12). 
Firstly, labour turnover rates will rise on those occasions when an 
organisation particularly requires a stable workforce. For example, when 
a company is expanding its labour force, increased vacancies will lead to 
increased turnover, and hence the level of recruitment required will 
become even greater. Similarly, in times of recession when organisations 
would prefer to cut back on the number of employees, the loss of staff 
through 'natural' wastage will drop right down. This fall in wastage 
rates will continue as the organisation will have a smaller proportion of 
short service employees; and employees with a shorter length of service 
are those with the higher probability of leaving. 
Finally, we should look at the effect of other employing organisations 
in the local environment which offer competing demands for labour. If a 
rise in economic activity causes the number of employees in a firm to 
rise, other firms in the same locality may well undergo a similar expan-
sion. This will tend to increase the overall demand for labour, part-
icularly for the more highly skilled workers who fulfil a more specialised 
role in the labour force. 
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Clearly then, a knowledge and understanding of the external labour 
market plays an important part in a study of labour turnover. Con-
ditions in the external market·would seem to be far from the perfectly 
competitive model outlined by SMITH (13) where the movement of workers 
is in.response to wage differentials. Other factors intervene in the 
process and can govern, to varying extents, the propensity and the a 
ability of workers to move. The following pOints summarise the condit-
ions in the external labour market where one might expect to find a high 
level of labour turnover: 
i) High level of business activity 
ii) High rate of organisational growth or increase~ recruitment 
iii) Large number of competing or similar organisations within 
the local labour market. 
iv) A high proportion of non-specific skills in~the workforce 
v) Flexibility in the labour market to enable workers to move 
in response to wage differentials. 
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1.3~2 THE INTERNAL LABOUR MARKET 
This section sets out to introduce the concept of the internal labour 
market. It arises from the notion that the overall labour market is 
segmented, and, that each segment operates the pricing and allocation 
of labour independently of the external labour market mechanisms. The 
basis of this discussion is the internal labour market structure as 
outlined by DOERINGER and PIORE (14). Although earlier works (15) intro-
duce the idea of an internal labour market~ the work by DOERINGER and 
PIORE (1971) would seem to form the most comprehensive and widely used 
description of an internal labour market and of the various labour market 
adjustments. 
The theoretical construct of an. internal labour market has been defined 
as: 
"an awrrbu.A:tJr.a;t,i.ve. unLt, within which :the. pJvi..cing and a.U.oe-
mon 06 laboWL ,fA gove/lne.d by a -6e.:t 06 adJn.i.n-iA:tJr.mve. Jr..u.le..6 
and pJr..oee.dWLe..6" ( 1 6 ) 
This labour market 'unit' develops from the classical concept of the 
internal labour market through the formation and utilisation of insti-
tutional rules within an organisation or firm. In other words, it is 
the working practices and regulations of the firm that define the devel-
opment and structure of the internal labour market. These regulations 
will then dominate in the face of the external market where the pricing, 
training and allocative rules are directly controlled by economic var-
iables. The strength of the internal labour market will govern the 
extent to which workers in the internal market are shielded from the 
capricious forces of the external market, and hence will influence the 
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stability of jobs in the internal market. 
At this point.it would seem appropriate to stress that the fundamental 
forces behind th~ formation of an internal labour market arise, in fact, 
through technology and skill specificity. This means that where it was 
earlier mentioned that the formation of the internal labour market is 
dependent on a set of rules, it is actually the specificity of skills 
and the nature of the work or technology involved, that governs these 
rules. It should be noted that 'technology' here refers to the set of 
tasks which make up the work processes. Therefore, if the technology of 
an establishment is unique, or specific, to that unit, then the skills 
involved will also be unique. As we shall see in the following para-
graphs, skill specificity helps create a situation where both employers 
and employees have reasons to value the characteristics associated with 
a stable internal labour market, and will work towards promoting that 
structure. 
Firstly, from the managements' point of view, high skill specificity 
will increase their costs in the areas of training, recruitment and 
screening. This arises because when a skill is not prevalent in the 
market, savings cannot be realised through economies of scale as with 
more widespread demands. Specific skills are not conducive to class-
room type tuition, being taught on a more individual basis, and gener-
ally as a 'one-off' situation. Similarly, a greater burden of training 
is also thrown ~nto the organisation when skills are specific, because 
the external labour market is unlikely to be able to provide more than 
a generalised instruction. In response to this increase in overheads, 
management will value worker stability as it will reduce the occasions 
when training and recruitment costs are incurred. 
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In addition they will tend to opt for the cheapest and easiest method 
of training the necessary skills. The method most suited to this 
situation is on-the-job training, which occurs informally in conjunction 
with the work processes, and is ideal when the number of trainees at any 
one time is small. DOERINGER and PIORE (1971) describe the process as: 
" one. 06 a Jto.tLi.ng Jte.adjtL6tme.n:t. 06 t.cuk.6 be:twe.e.n e.xpwe.nc.e.d 
and..i..ne.x.peJL.i.e.nc.e.d woJtkme.n". (17). 
This informality and narrowness, in turn tends to increase job 
specificity further, through facilitating the distortion of standard-
ski 11 jobs. 
From an employees viewpoint, the specific training he receives will 
make it increasingly difficult to utilise his talents elsewhere, 
limiting alternative job opportunities. This leads us to believe that 
in establishments with highly specific skills, the employees will have 
to place greater value on job security and on promotion within an 
internal labour market structure. However, in order for a worker to 
accept the investment in specific training, he will need specified 
assurances of internal mobility, whereby he can improve his circum-
stances without changing firms. In an internal labour market, manage-
ment will therefore see to create settled rules governing the criteria 
for promotion and career advancement. 
Furthermore, it should be noted that in a strong internal labour market 
which promotes worker stability, not only will the demand for training 
be reduced, but the organisation will also benefit by an increased 
·training capacity·. This occurs in a stable workforce through the 
continual, ·osmotic· absorption of job-related knowledge over a greater 
time period. Thus, when a vacancy arises, an incumbent worker who is 
- 44 -
promoted, would already know more about the new job than would an external 
recruit. He would be able to fill the vacancy with minimal training, and 
hence at a reduced cost ~o the employers. Internal promotion in a strong 
internal labour market will therefore have advantages to both management 
and staff. 
An increased reliance on promotion and internal mobility will have 
additional consequences in the development of an internal labour market. 
Clearly, by using incumbent workers to fill vacancies, jobs are being 
withdrawn from the external market and the ·ports of entry· to the 
internal market are reduced. These ports of entry form the boundary of 
the internal labour market and will define the extent of interaction with 
the external labour market. The number and location of the ports of entry, 
however, may be specified not only by the technology and skill mix of the 
firm, but also by administrative rules, union agreements, the job struc-
ture, the relatedness of content among jobs in that structure, and by the 
availability of skills in the internal labour market. The existence of 
rules governing the internal movement and allocation of labour will tend 
to afford preference to workers in the internal market. This will pro-
tect them to varying degrees from the direct competitive forces of the 
external market and increase their job security. 
Furthermore, it can be seen that in order for~anagement to rely heavily 
on the internal promotion of staff, they will need to ensure that workers 
have the ability and learning capacity to progress through the organis-
ation. Hiring standards will therefore have to be increased and a greater 
emphasis put on the potential of workers rather than merely on their 
current abilities. Management will use specified hiring standards as a 
means of controlling the entry into the internal labour market. 
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As mentioned earlier, restrictions on the poits of entry will afford some 
protection to the internal market from the influence of the external 
market forces. One manifestation of this will be in the existence of wage 
differentials which remain constant over time. When the internal labour 
market structure is weak, the wages will be determined and varied, to a 
large extent, by the supply and demand for labour in the external market, 
and by the external economic conditions. However, if these forces are 
excluded by the internal 'rules', then as long as technological priorities· 
remain the same, one would expect to find p~y differentials remaining fixed 
over time. 
A final factor which is important in understanding the functioning of 
an internal labour market is custom. It appears to be directly evolved 
from employment stability and has been described by DOERINGER and PIORE 
as: 
"an uYlWJL.U:te.n .!let 06 Jtui.e..6 baLle.d iaJtge.i..y upon PaLlt pJulcu.c.e. 
OJt pJte.c.e.de.nt" 11 8 ) . 
Not only does customary law derive from stability, but it also increases 
stability, perpetuating and entrenching 'rules' of the workplace. These 
rules become increasingly less responsive to market forces with time, and 
will give greater power to the workforce to maintain their work practices, 
despite any pressure either externally or from management. 
At this point it would be appropriate to suggest that the formation of 
an internal labour market will only occur if it is seen to be in the 
interests of both employers and employees. As is pointed out, an internal 
labour market can offer certain advantages for management in the areas of 
staff recruitment, screening, training, and in reduCing labour turnover. 
If these advantages outweigh the extra costs incurred then management 
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will encourage the formation of the internal labour market. Similarly, 
benefits to employees through an internal market structure will have to 
exceed the disadvantages, and this is most likely to occur when the 
skills involved are specific to the organisation. 
Basically, if the external labour market can supply better and cheaper 
workers, an organisation will take on those people. Only when the 
external market simply cannot do this because the skills needed are so 
organisation specific, will the internal labour markets become dominant. 
According to DOERINGER'and PIORE (19) therefore, whether an organis~ 
ation develops an internal labour market or relies upon external markets 
is determined ; 
i) by the unavoidable technical characteristics of the work 
process, 
ii) by the unambiguous skill of available employees and" 
therefore, 
iii) as a matter of exogenous compulsion over which organisations 
have little control. 
EDWARDS (20) takes a very different line. Whilst acknowledging the 
existence and empirical features of internal and external labour markets, 
he advances two additional arguments. Firstly, he suggests that internal 
labour markets invariably have the characteristics of 'primary' labour 
markets - relatively high pay, career progression, security, stable 
employment and a relative absence of tight managerial control - whereas 
external labour markets may be either 'primary' or 'secondary' in char-
acter, the latter characterised by low paid, 'dead end', insecure and 
tightly-controlled jobs. Much of this is implicit if not explicit, in 
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DOERINGER and PIORE's analysis. 
Secondly, however, and in sharp contrast to DOERINGER and PIORE, EDWARDS 
argues that primary and secondary labour markets are not exogenously 
given to an organisation by the inherent and unambiguous characteristics 
of available employees, but are rather the product of the control systems 
which organisations choose to adopt and the way in which workers respond 
to that control. Thus, there are either well paid, secure careers or 
poorly paid insecure dead-end jobs for different occupations because that 
is what organisations choose to offer. It is the system of control which 
management chooses to evolve which determines the conditions under which 
experience, skills, qualification, ascribed characteristics (suchas sex 
or race) come to acquire significance as discriminating characteristics 
of potential employees. 
For EDWARDS, therefore, an internal labour market with 'primary' char-
acteristics is the result of management choosing to exercise 'Bureaucrat-
ic' control over the workforce by offering secure, relatively well paid 
employment with some career progression in return for the control of work 
by descriptions, procedural manuals, regulated hours, grievance proced-
ures and the like. That is, an impersonal bureaucratised employment 
relationship is offered in return for the bureaucratisation of the labour 
process (21). According to EDWARDS, this form of control is increasingly 
adopted by large organisations within the 'core' or monopolistic sector. 
of the economy. 
In contrast, amongst small firms or those operating on the highly compet-
itive 'periphery', there is, suggests EDWARDS, reliance upon external 
labour markets with 'secondary' characteristics. These characteristics 
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are the result of what he calls 'simple' control over the workforce: 
the authoritarian and capricious direction of staff by managers and 
foremen, an apsence of formal job descriptions, contracts of employment 
or grievance procedures and the possibility of summary dismissal. 
Control is, essentially, irtformal, particularistic and subject to the 
personal whim of the manager. 
For EDWARDS, these represent the two ends of a continuum of control and 
labour market characteristics. In between is what he calls 'Technical 
control' - the control of the labour process through a combination of 
work methods, mechanisation and piece-rates - which gives rise to a 
'Subordinate Primary' labour market characterised by moderate rates of 
pay, limited job progression, relatively stable employment in the short 
term and some technical rationalisation. 
In short, EDWARDS' argu...ment IS that the segmentation of labour markets 
arises 
"not 6JLom malLk.et 6 OJLCe..6 them6 ei.Ve..6 but tak.e..6 6JLom the undelL-
ly'£ng U6e.6 06 laboWl. pOWell ••• to undeMtand why .6egmentation 
OCCU/L.6, we mU6t look. to how laboWl. pOWell ,fA cOYL6umed '£1'1. the 
laboWl. pJtOCe..6.6". ( 2 2 ) 
On the basis of this, we would expect the existence (or otherwise) of 
internal labour markets in hotels to be closely related to chosen manag-
erial control strategies and to be more evident where both the employ-
ment relationship and work process have become bureaucratised. 
What is proposed here are two polar types of internal labour market, 
described as 'strong' and 'weak'. In other words, like most phen-
omena, there is a matter of degree. The strong internal market will 
have very restricted ports of entry from the external labour market, to 
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the extent that in extreme cases, there is likely to be just one port 
of entry, and hiring will occur exclusively in low-skilled job class-
ifications. ~ob vacancies will be filled internally by transfers and 
promotion, with higher grade workers being developed through expanded 
internal training. A strong internal labour market will therefore have 
a large training capacity and most of the skills will be learnt on-the-
job because of the cost savings incurred. One would also expect to find 
a high degree of rigidity of the rules governing the internal labour 
market. The stability of the workforce and the strength of the internal 
regulations will then tend to exclude influences from the external econ-
omic conditions. 
At the opposite end of the classification spectrum is the weak internal 
market, characterised by all job vacancies being offered to the external 
labour market, and by low internal mobility. Career progression, and-
training within the unit will be rare, and one would expect to see a low 
level of employee commitment to the organisation. 
Clearly, these two examples are extreme cases, and one would find a 
broad spectrum of variations in labour market characteristics falling 
between these poles. It is important to note at this pOint, that the 
appellations of 'strong' or 'weak' are purely descriptive, and used 
only as yardsticks onwhich to base an analysis of labour market char-
acteristics. 
The basic dimensions of a strong and a weak internal labour market used 
in this analysis are summarised in Figure 1.3.2. 
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Figure 1.3.2 INTERNAL LABOUR MARKET DIMENSIONS 
STBONG STRUCTURAL FEATURES 
a) Single port of entry 
b) Specified hiring standards 
c) High skill specificity 
d) Much on-job-training 
e) Fixed criteria for promotion 
and internal transfer 
f) Strong workplace customs 
g) Fixed pay differentials over 
time 
WEAK STRUCTURAL FEATURES 
Multiple ports of entry 
Unspecified hiring standards 
Low skill specificity 
No on-job-training 
No fixed criteria for promotion 
and transfer 
Weak workplace customs 
Varying pay differentials with 
time. 
It is now necessary to consider how it is possible to measure the char-
acter of an internal labour market. Firstly, if internal labour markets 
are about restricting the power of the external, or about 'locking' 
employees into a bureaucratical employment relationship, one would expect 
to find low rates of labour turnover associated with strong internal 
labour markets and high with weak. This, however, can only be a rough 
indication. Basically, there are five areas of measurability: the 
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specificity of selection criteria, the degree of openness, the extent 
of on-the-job training, promotions and the fixity of pay differentials 
over time. This information could be collected directly using a variety 
of methods. It is also po~sible to collect data on management practices 
in relation to manpower, as these are linked to the 'rules' existing in 
the internal labour market. The rationale for this is that in theory 
management have a complete range of options open to them with respect 
to the external market, such as: 
alter pay conditions 
alter hiring standards 
alter recruitment procedures 
alter training policies 
use overtime and other forms of increased labour supply 
alter promotion criteria 
extend ports of entry 
redesign jobs 
There are others, but the point here is that choosing to foster a strong 
labour market may subsequently constrain management's use of these alter-
native options. In this way, management behaviour at the interface of 
two labour markets is a good general indicator of the character of the 
organisation's internal labour market. 
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1. 3. 3 SUMMARY 
In this sect~on the labour market mechanisms which are relevant to a 
study of labour turnover have been outlined. The external labour market 
clearly does not operate under conditions of perfect competition, as 
given by SMITH (23), where workers have the free choice to move until 
the net advantages of different jobs are equalised. Instead, there are 
various factors which intervene in the perfectly competitive model to 
give a much more complex system in reality. Firstly, it would seem that 
wages are not the main mechanism which serves to balance the supply and 
demand for labour. The free movement of staff in response to wage diff-
erentials is hampered by a degree of inflexibility in the labour market 
structure, by institutional constraints on mobility, by other motivational 
factors, and by a level of imperfect knowledge within the labour market. 
These limitations upon the idea of perfectly competitive mobility in 
response to wages, lead workers into the practices of job shopping and 
job search in a quest for the 'ideal' employment. 
The attraction of alternative jobs, and hence the attraction of an employ-
ment change, will be governed by two main criteria. Firstly, it will 
depend on circumstances in the external labour market; circumstances which 
will govern the 'perceived ease of movement' to another job. These circ-
umstances which may facilitate, or even induce, a worker's move to new 
employment, can include a high level of business activity, increased 
organisational recruitment either through high turnover or an expanding 
workforce, and a large number of competing organisations within the local 
labour market. Such factors increase the 'visibility' of job alternatives 
to workers, and hence reduce the 'risk' involved in a job change. 
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The second criteria that governs the attraction of an employment change 
to a worker will be conditions in the internal labour market. These 
conditions, such as promotion prospects, induction and training, terms 
and conditions of work, and inter-personal conflict, depend very much on 
a 'chosen' level of control management have over staff. It can range 
from a very 'ad hoc' manner, to a tight, bureaucratic system; and will 
create different types of internal labour market. As EDWARDS (24) argues, 
these different types of labour market, such as primary and secondary, are-
the outcomes of different strategies of managerial control and deliberate 
changes in the labour process to effect that control. A worker's indiv-
idual satisfactions arid rewards gained from the work environment, which 
the internal labour market structure creates, will determine the 'per-
ceived desirability of leaving'. 
Looking at the overall picture of internal and external labour markets 
shows two distinct structures. In the external market the pricing and 
allocation of labour is dictated by market forces; whereas in the internal 
labour market administrative rules and practices govern the price and 
allocation of labo~r. The two are connected by the 'ports of entry or 
exit' through which the movement of labour occurs. However, the two 
market structures would also seem to exert different pressures on the 
labour to move. The external labour market tends to exert a 'pull' on 
workers, attracting them away from an organisation, by offering alter-
natives. The internal labour market, on the other hand, would seem to 
have the effect of 'pushing' workers out, if it creates an 'unsatisfac-
tory' work situation. This idea of 'push' and 'pull' forces is not new 
(25). However, what does seem to have been omitted from past literature 
is consideration for the fact that the internal labour market structure 
does not only have the power to push employees out of the organisation, 
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but also to restrain them from leaving. 
As mentioned earlier, for example, a highly bureaucratic )abour market 
tends to offer security, promotion prospects, training, and other incen-
tives in return for loyalty and long service by employees. In other 
words it offers a package that encourages workers to stay. Hence, there 
are in fact three forces to consider - a pull, a push, and a restraining 
force - the latter two of which are affected by the internal labour market. 
The study seeks, at least in part, to investigate the balance of power 
between these three forces in the labour markets of hotels. By studying 
in some depth the managerial practices in hotels and the reasons why staff 
leave, it is hoped the project will highlight the extent to which each of 
these three forces influences the turnover of staff. 
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2.0 LABOUR TURNOVER: A REVIEW OF THE LITERATURE 
An investiga~ion into the lit~rature on labour turnover promotes the 
emergence of two main themes. The first concerns labour turnover as 
a problem, where studies hav~ considered the measurement, the rate, and 
the cost of turnover. 
The second theme, which has gained most interest, looks at the various 
determinants of staff turnover in an attempt to evaluate the strength of 
the relationship. 
This frame-work then forms the basis of the approach for the survey of 
labour turnover literature. 
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2.1 LABOUR TURNOVER: AS A PROBLEM 
2.1.1 PROBLEMS OF DEFINITION 
The study of labour turnover has been tackled for many years. The 
earliest works appear to have been carried out in the early 1900's by 
American industry. In general, though, these studies merely attempted 
to measure the prevalent rates of labour turnover, and the financial 
costs involved to different organisations 'of industries. 
Later studies, since the 1940's, have worked on the subject to a much 
more diverse extent, and it has been pursued in a variety of disciplines. 
Psychologists, sociologists, economists, statisticians and Business Studies 
students have all shown some interest. This interest, however, has fluc-
tuated intermittently over the years and the work carried out has tended 
to be of a rather fragmentary nature, within the narrow confines of a 
particular field of study. It was 1963 when BUCKLOW (1) commented that 
work to that date had contributed little to a basic understanding of 
labour turnover. Today, however, progress towards a comprehensive back-
ground to the subject would seem to be limited. 
One reason contributing to this could be a lack of precise definition 
of the phenomenom, and of methods of measuring it. Both BOWEY (2) and 
VAN DER MERWE and MILLER (3), comment on the methodological short-
comings encountered in quantitative analysis of labour turnover. The 
latter, for example, suggests that, all too often, measures are structured 
around the available data while the two basic necessities, a clear defin-
ition and a clear purpose, are given insufficient attention. BOWEY (4), 
on the other hand, proposes that the 'crude annual labour turnover' is 
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often used in circumstances when a more exact measure of stability 
might give a more appropriate indication of organisational attach-
ment. 
. 
For instance the AUSTRALIAN DEPARTMENT OF LABOUR AND NATIONAL SERVICE 
(5) defines labour turnover as consisting of "changes in the personnel 
of an organisation caused by people leaving its employment". This 
would imply a study and measurement of employees leaving an organisation. 
On the other hand, BRISSENDEN and FRANKEL's (6) definition of the "shift 
and replacement necessary for the maintenance of the labour force" 
emphasises the idea of 'maintaining some sort of static level of employment. 
Thus, the INTERNATIONAL LABOUR REVIEW (7) proposed a multiplicity of rates 
in order to cater for increases and decreases in the labour force. In 
fact, VAN DER MERWE and MILLER (8) quote an earlier study by VAN DER MERWE 
which identified and evaluated more than 20 different measures of labour 
turnover, none of which have been universally accepted. 
The question of definition is further complicated if the purpose of the 
study of labour turnover is considered to be for management control. This 
introduces the element of controllable versus uncontrollable turnover such 
as is featured in statistical reports by the BRITISH INSTITUTE OF MANAGE-
MENT (9). 'Controllable' labour turnover becomes the loss of .personnel 
where management action could have been taken to reduce, minimise or 
prevent such loss. In line with this definition, labour turnover would 
exclude separations due to retirement, illness, death, marriage or preg-
nancy and possibly" in some cases, redundancies. Some studies, (BADGER 
(10); and KNOWLES (11)) further exclude dismissals, or employer-init-
iated separations, suggesting that disciplinary problems and the unsuit-
ability of employees are 'uncontrollable'. VAN DER MERWE and MILLER (12), 
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however, feel that such dismissals can be avoided if due attention is 
given by management in the selection of staff and in the development of 
stable work groups, making such separations 'controllable'. Again the 
classification is not universal. 
However, for the purposes of this literature search, 'labour turnover l 
will be used in the broad sense covering all separations by personnel 
from their employment. The terms 'labour mobility', as favoured by 
economists, and Iwastage ' , as found in man'power planning, will be used 
here synonomously. 
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2.1.2 COSTS AND BENEFITS 
It has long ~een recognised t~at labour turnover is a fundamental 
element in the theory and practice of resource allocation. Turnover 
of personnel occurs normall·y in the functioning of the labour market. 
Jobs disappear or change, and workers are laid off; employees become 
dissatisfied and quit; new workers enter or re-enter the labour market; 
others reach the end of their working life and leave. The whole process 
of workers joining and leaving a firm would seem to be essential if the 
economy is to adapt to changes in labour requirements necessitated by 
economic growth. 
So, clearly labour turnover is a necessary phenomenon with associated 
benefits. However, it is also recognised that an organisation cannot 
operate efficiently without a reasonably stable labour force. Yet, 
there would seem to be no clear-cut answer to the question of how much 
labour turnover is desirable in any industry or organisation. labour 
turnover, it would seem, will become a 'problem' if the effects of the 
phenomenon are felt to be undesirable, and if the advantages become 
out-weighed by the disadvantages. 
A survey of the literature, however, suggests that labour turnover is 
most commonly viewed as a problem and it is the costs, not the benefits, 
which are usually emphasised. 
One approach that crops up regularly is an attempt to evaluate the 
'costs' of labour turnover in monetary terms, (CLARKE (13); COOK (14); 
KUBARZ (IS); and WASMUTH (16)). Not surprisingly these estimates 
vary enormously. JOHNSON (I7), who studied labour turnover in hotels 
. , 
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quoted two different sources giving estimates per employee of £175 and 
£675; while WASMUTH (18) suggests the value is nearer to $2,500 or 
£1700. Most of these estimates are reached by adding together all the 
costs involved in the labour turnover process for each employee. 
However, the potential for variation from individual to individual in 
these costs would seem to be immense. They may vary according to 
economic conditions and employment levels, training facilities, recruit-
ment processes, and skill levels, to name but a few of the more obvious 
variables. 
The other commonly used method of evaluating the 'cost' of labour turn-
over is by counting only the direct costs of recruiting new employees 
to replace those who leave. Such costs are clearly easier to isolate 
and estimate, but would seem to give a rather inadequate picture of the 
financial effect of staff turnover. It would also seem that giving an 
average monetary value to the cost of an employee leaving is, in any case, 
a rather short-sighted approach. Because the potential range of values 
is so great, an average cost can give an unrealistic picture. What is 
needed, therefore, is a standard approach or relationship for analysing 
those costs, to give an indication of the make up and composition of 
the variables involved. 
FURNESS (19) seems to have been the earliest writer to divide up the 
various costs of labour turnover. He suggests two areas of expense -
'preventative' costs and 'replacement' costs. The idea of 'replacement' 
costs has been supported by several other studies also (JOHNSON (20); 
RILEY (21)). They include the recruitment and training expenses 
needed to supersede a leaver. Such costs would be expected to increase 
in direct proportion to the level of labour turnover, assuming that the 
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size of the workforce is to remain constant. JOHNSON (22) suggests 
that these costs will be recovered gradually by a firm over the working 
life of the incumbent upto a "break-even" point. Recruits who leave 
before this 'point' is reached will therefore result in a net loss to 
the organisation. Short service leavers are thus seen to be the most 
costly and problematic to management. 
The second area of costs suggested by FURNESS (23) would seem to be 
much more open to debate. H{s 'preventati~e' costs include personnel 
administration, medical services, welfare costs, pension schemes, etc. 
These are expenses which he believes can be used to 'prevent' excessive 
labour turnover. However, the existence of a direct relationship 
between labour turnover and the provision of such benefits and services 
for staff does not seem to have been substantiated (and is one that is 
discussed more fully at a later stage, under 'Job Satisfaction'). 
A more recent theory is put forward by RILEY (24) in his article on 
turnover and recruitment costs. Like FURNESS (25) he suggests that 
there are two sources of labour turnover costs, one of which likewise 
covers the direct expenses for replacing an employee who leaves. RILEY's 
second set of costs he terms 'continuity' costs and refer to the cost of 
meeting the workload that has been created by a job vacancy. These costs 
will therefore be derived from the length of the vacancy, and not from 
the actual rate of turnover. 'Continuity' costs will include overtime 
and premium payments, casual labour, and the like. 
At this point RILEY's idea takes the assumption that the more a firm 
spends on recruitment, the quicker they will achieve successful engage-
ments. In this way, an increase in 'recruitment' or 'replacement' costs 
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will be accompanied by a decrease in 'continuity' costs. Management 
are then faced with the task of balancing the costs of recruitment against 
the costs encountered by an unfilled vacancy. 
One final area that bears relation to this discussion of costs involves 
the variables of overtime and premium payments. The literature shows 
several studies in agreement that higher overtime payments would lead to 
an increased rate of labour turnover (BOWEY (26); RILEY (27)). RILEY goes 
on to suggest that this relationship follo'ws because incumbent workers 
will become increasingly dependent on a higher income from extra overtime 
payments, and will therefore tend to reject new recruits who threaten 
these enhanced earnings. In this way the turnover of short-service emp-
loyees will increase disproportionately. Such a situation would then see 
labour turnover, recruitment costs,and continuity costs all rising together. 
On the other hand, RILEY (28) also puts forward a final twist to the 
discussion. There are times, he suggests, when overtime can depress the 
level of labour turnover. If management become accustomed to paying high 
continuity costs, overtime may be seen as an alternative to recruitment 
and the rate of turnover will subsequently decrease. We would then see 
continuity costs rising despite falling levels of labour turnover. As a 
result management have to balance, not only recruitment and continuity 
cost, but also a third variable in the form of overtime payments. 
So to summarise the theory of costs, there are three distinct areas to be 
considered: 
a. Replacement costs- the direct expenses of replacing a leaver; 
b. Continuity costs - the cost of covering for the extra work-
load during a vacancy. 
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c. Overtime payments - when they are seen as an alternative to 
recruitment. 
This discussion of the aspects involved in costing labour turnover is 
not conclusive, but highljghts a series of interesting viewpoints. 
Clearly the costs of turnover are not straightforward and simple to 
evaluate, and the diverse nature of the costs suggesvthat an increase 
in labour costs is not necessarily in direct proportion to the rates of 
turnover. 
The following sections, look more closely at the labour turnover phenomenon: 
At how there are costs and benefits for the different groups involved -
for the individual, the organisation, and for the community or industry 
as a whole. 
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2.1.2.1 Costs / Benefits To The Individual: 
There are two frequently cited ways an individual worker may benefit 
by frequently changing his employment. Firstly, the acquisition of 
skills is seen as being most easily and cheaply achieved through labour 
mobility. An individual will gain the value of experiencing different 
working environments, and can learn different techniques and skills 
from training in a variety of establishments. Secondly, a worker often 
seeks to improve his positio'n by changing' his job. This will be partic-
ularly prevalent in organisations where there are no clearly formulated 
channels for promotion and career development. Both of the above reasons 
are valid and justifiable to an employee, but there are also clearly costs 
involved which present a different picture. 
The AUSTRALIAN DEPARTMENT OF LABOUR AND NATIONAL SERVICE (29) suggests 
that workers who change their jobs too often "may acquire some all round 
experience in many occupations, but lose the opportunity of developing a 
high level of skill in anyone of them". Similarly, if the practice of 
changing jobs,is carried too far, employers will be warned of occupational 
instability by a record of many job changes that have not led to advance-
ment. In times of high unemployment particularly, this may well lead to 
difficulty in obtaining work of any form. A high level of turnover, 
affords an individual much reduced job security in the long run, along 
with a loss of long-term benefits such as pensions and bonuses. 
On a more personal level, an individual who frequently changes his job 
will lose the opportunity to develop the group associations with fellow 
workers that appear to playa large part in developing a satisfying 
working life. This aspect has been highlighted by HYMAN (30). Frequent 
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job changes, he suggests, will always involve personal problems of 
re-adjustment. 
Finally there are monetary costs. SHOREY (31) points out that changes 
of employment will incur the costs of job search, the 'relocation' costs 
of adjusting to a new environment, and often an intermediate temporary 
loss of earnings. 
Clearly an individual would have to balance the costs against the benefits 
of frequent job change. On the evidence suggested here, it would seem 
that workerss have more to gain from stability of employment. However, 
if an organisation does not offer opportunities for internal promotion 
and training, it increases the benefits of job changing. Labour turnover 
may become a necessity to workers wishing for advancement and the apparent 
costs to the individual would decrease. Similarly, prevailing economic 
conditions may swing the balance of costs versus benefits. In times of 
high unemployment when job vacancies become more difficult to find, workers 
will become more conscious of the benefits associated with job security and 
job stability. 
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2.1.2.2 Costs / Benefits To An Organisation: 
Looking at labour turnover with respect to an organisation is a fairly 
common viewpoint, and as such it is seen very much as a 'management 
problem'. 
One of the most obvious problems associated with turnover is expressed 
by MACKAY et ale {32}. They suggest that when staff leave, the organ-
isation "loses assets embodied in the acquired experience and training 
of the employee and may have to bear further expenditure in recruiting 
and training a new employee". Clearly, if the size of the labour force 
is to remain constant, when employees leave, replacements will have to be 
engaged. This incurs additional search and recruitment costs, and will 
place a greater burden of work on the staff responsible for these activ-
ities. In addition new recruits will have to be inducted and trained to 
the level at which they effectively replace the leavers. 
The relationships between labour turnover and both recruitment and train-
ing are discussed in more depth at a further stage. Suffice to say at 
this point, that it would seem that the greater the skill and special-
isation of the leaver, the more problematic will be the task of finding 
and training a replacement. 
BENNISON and CASSON (33) point out that the costs of recruiting and 
training staff can be viewed as being recouped by the organisation through 
the productivity of those employees to a point at which they 'break even'. 
The staff who leave before that equilibrium is reached will represent a 
pure financial loss to the firm. Clearly then, the greater the investment 
an organisation makes in training and recruitment, the greater will be 
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that loss. The cost to the organisation will therefore also be affected 
by the type of training and search processes employed, as well as the 
length of service or productivity of the workers. 
Another problem that an organisation faces because of high turnover would 
seem to be one of lost productivity. SCHLICHT (34) suggests that a relat-
ionship exists between the average labour productivity and the rate of 
turnover. He argues that the higher the rate of labour turnover, the 
larger will be the proportion of relatively inexperienced workers in the 
labour force. This would be particularly noticeable in situations where 
there is considerable· on-the-job training needed, or where the new tech-
niques and skills take some time to be fully mastered. Productivity, it 
would seem, would also be lost while the training of new recruits is 
carried out, through the deployment of 'trainers' from their normal work. 
Other points have been raised about the idea of lost productivity 
associated with high turnover. However, these notions seem to have 
received little more than just a passing mention. For example, it has 
been suggested that high turnover will adversely affect remaining workers, 
and they will produce a subsequently diminished output. Evidence to 
support this idea has yet to be produced. Similarly, it has also been 
suggested that productivity will be lost to some extent because workers 
who are dissatisfied and thinking of leaving, will go through a period of 
'low commitment' to the organisation before actually leaving. This, they 
suggest, will become apparent through lower levels of production, and 
possibly in higher than average rates of absence while employees search 
for alternative jobs. 
On the other hand, however, there is a suggestion that the opposite may 
- 71 -
be true in this case. STEERS and PORTER (35) argue that it is possibly 
the least satisfied and hence the least productive staff who will create 
the high turnover rates. Such a case, they suggest, would then open 
vacancies for potentially better staff and be a benefit to the organisation. 
This leads us to consider the benefits an organisation can gain through 
labour turnover. Although it is commonly referred to as a management 
'problem', the literature clearly indicates that the benefits of turn-
over to an organisation can be quite considerable. The problem, lies 
perhaps, in controlling the extent of the turnover. 
One of the most cited benefits lies in the area of skill acquisition. 
As already mentioned, labour turnover can help an individual gain exper-
ience and skills by moving from one establishment to another. For man-
agement too, this can be seen as a cheap and easy alternative to providing 
formal training. RILEY (36) suggests a situation where if an area or 
industry is characterised by a large number of small units with limited 
training capacities, a greater dependence is placed on mobility as a 
method of acquiring skills. The level of benefit to be gained by manage-
ment through turnover in the area of skills acquisition will therefore 
seem to depend on other external variables, such as the industrial struc-
ture and specificity of skills. 
In addition, there may, in fact, be situations where managers would 
prefer to maintain an unskilled workforce, even at the cost of high 
turnover. Unskilled workers are cheaper to employ, and often more 
suited to rather mundane, monotonous tasks. Savings made by employing 
unskilled workers may more than compensate for the costs of high staff 
turnover. Taking this still further, there would also seem to be cases 
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where management actively seek to maintain a highly unstable workforce. 
High labour turnover is seen as a deterrent to unionisation among staff. 
The more mobile is the workforce, the harder it becomes to recruit and 
unite members. 
STEERS and PORTER (37) point out that management may even find that the 
costs and effort of retaining an inefficient worker may well exceed the 
benefits, or costs of replacement. A level of turnover also enables 
management to adapt its workforce, to some degree, in coping with changes 
in demand for labour and in new technologies within the firm. Older, 
long-serving workers are often resistant to such changes, and introducing 
new labour will facilitate 'progression'. This idea is mentioned by 
SHOREY (38) who says, "voluntary separations give the labour market flex-
ibility and dynamism". 
The extent to which high labour turnover is a problem to management 
suggests that it needs to assume a free priority when considering man-
power planning strategies. The measurement of labour turnover will 
become a necessary function of manpower planning; needed to effectively 
plan all recruitment, training and promotion, along with the relevant 
cost budgets. 
The whole system of manpower planning is apparently interlinked with 
the turnover of staff. For example, the hiring standards of new recruits 
will be dependent in part on the company's future expectations for those 
workers. If a firm seeks recruits with greater apparent potential who 
will form a career with the company, there must be a level of turnover 
of staff at higher levels in order to allow for promotion when necessary. 
Pl anni ng promoti on woul d prove i neffecti ve without some measure of 
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turnover in the relevant areas. Similarly, management will have to plan 
sufficient training to enable such employees to progress and to realise 
their full petential .. If the'firm, however, has lower hiring standards 
and does not intend to offer prospects for promotion, the staff recruited 
are likely to have a higher rate of turnover. The implications of this 
have just been highlighted. 
The payment of overtime is another example of how measuring labour turn-
over rates can be an essential part of manpower planning. Although one 
might expect overtime to be high when turnover is high, there are sit-
uations where high overtime can keep turnover low (RILEY (39)). This 
occurs because of the 'rejection ' of new recruits if they are seen to 
threaten the higher overtime payments of incumbent workers. Management, 
therefore, need a monitor of labour turnover to be able to balance the 
advantages and disadvantages of lower turnover and overtime payments. 
Clearly, labour turnover can be a very diverse process with many factors, 
and series of factors, leading to labour losses. Similarly the strategies 
adopted to control the losses and alleviate the problem can be equally 
complex. BOWEY (40) points out that "any changes introduced into an 
organisation are likely to have repercussions in many areas of the organ-
isation". This emphasises the need to have a full understanding of the 
facets of labour turnover, which cannot be achieved without adequate 
measurement. 
Similarly many studies (WASMUTH (41)) have pointed out the wide depart-
mental differences in labour turnover rates. Not until firm information 
is gathered on the perceived causes and the dimensions of the individual 
departmental problems, can a start be made to successfully reduce labour 
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turnover. Work by JOHNSON (42) emphasises the need for effective 
measurement of the turnover problem, showing clearly that of the units 
studied, tho·se which m.ost accurately assessed labour turnover rates, 
had, in fact, the lowest staff turnover. 
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2.1.2.3 Costs / Benefits To The Community: 
Clearly, a certain amount of labour turnover is desirable to a community 
and will contribute to industrial efficiency (SHOREY (43); EDWARDS (44); 
and MACKAY (45)). EDWARDS in fact suggests that there will be a large 
scale loss to the community if the workforce is unwilling to move with 
the demand for labour, by reason of an "uneconomic distribution of the 
factors of production". In other words, there must be enough movement of 
labour to enable new or expanding industries to obtain staff and to dist-
ribute the labour force where it can be employed most effectively. 
EDWARDS goes on to suggest that to a certain extent, mobility of labour 
can be substituted by a movement of the capital resources; but in the 
long term, labour's refusal to move will lead to unemployment and 'pol-
itical unrest'. 
Looking at the other side of the argument is the suggestion that commun-
ities or industries with high rates of turnover will develop problems 
with recruitment. SLITCHER (46) argues that when a locality has gained 
a reputation for high turnover, the labour market forces will tend to 
perpetuate the situation. High turnover of labour in a community will 
render employment changes easier; rapid vacations of positions will 
create continuous opportunities for employment. These conditions, he 
suggests, will start to attract a class of worker who are "drifters by 
habit and by inclination". The problem will then manifest itself through 
recruitment, and the quality of staff applying will change towards more 
mobile and transient workers. 'Higher' quality staff will tend to turn 
elsewhere for a more stable and secure work environment. 
The problem to the community, however, would not seem to end there, and 
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other factors may become involved. For instance, changing wage levels 
would be seen as a way of alleviating the problem in the face of escal-
ating turnover rates. In order to Ire-attractl a better calibre of 
staff, the industry may increase the wages offered. This, however, can 
start a wage escalation which would spread among other firms and indus-
tries competing for the same labour supply. The same would occur if 
wage increases were used in an effort to retain existing staff and reduce 
turnover. 
Wages themselves can also create a different problem for industries and 
communities with high'levels of turnover. If staff within an industry 
are very mobile employers will be able to recruit new staff easily from 
a constant pool of workers. Thus, if the employers are satisfied with 
the quality of the rather transient staff they get, then they will find 
it unnecessary to use wage incentives to attract recruits (RAGAN and 
SMITH (47)). Industry or community wage levels will therefore become 
depressed, possibly resulting in a one-way flow of labour out of the 
industry. 
These, however, are just ideas about the nature of wage involvement for 
communities with high labour turnover. This whole area does not seem 
to have received any serious investigation, and the literature on it is 
sparse and inconclusive. 
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2.2 THE DETERMINANTS OF LABOUR TURNOVER 
Now to consider the second theme that emerges from the literature _ 
that of isolating and evaluating the 'determinants' of labour turnover. 
These are diverse, ranging from the more general economic conditions, 
to those factors which are specific to individuals. A survey of the 
literature also highlights disparity in the support given to the various 
relationships with staff turnover. The following section looks at the 
most commonly cited determinants with resp'ect to the ways in which 
different studies view the correllation of each to labour turnover. The 
determinants studied a're as follows: 
2.2.1 State of the Economy and Local Labour Markets 
2.2.2 Size of the Organisation 
V 2.2.3 Wages 
~ 2.2.4 Nature of the Work 
2.2.5 Length of Service 
X 2.2.6 Recruitment 
X 2.2.7 Training 
2.2.8 Skill Levels 
\' 2.2.9 Promotion and Career Development 
V 2.2.10 Job Satisfaction 
2.2.11 Supervision and Management 
2.2.12 Payment Systems 
2.2.13 Grievances 
2.2.14 Absence 
2.2.15 Personal Characteristics 
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2.2.1 STATE OF THE ECONOMY AND LOCAL LABOUR MARKETS 
Prevailing economic conditions are regularly quoted as being consist-
ently related to labour turnover (RICE (48); MARCH and SIMON (49); 
HYMAN (50); LEICESTER (51); CURRAN (52) and WASMUTH (53)). MARCH and 
SIMON (54), for example, suggest that "under nearly all conditions, 
the most accurate single predictor of labour turnover is the state of 
the economy". HYMAN (55) points out, however, that while studies have 
shown that there is a "strong association between the economic climate 
and turnover rates (indicating) the inadequacy of interpreting turnover 
exclusively in terms 'of the in-plant situation", they have not demonstr-
ated that "turnover is primarily determined by the level of employment". 
The relationship between labour turnover and the state of the economy is 
generally accepted as being inverse. That is, that labour turnover will 
increase in boom conditions when unemployment is low; and will decrease 
in times of high unemployment. This is based, however, on the assumption 
that individuals will only change their jobs when there is another job 
ready to step into. Thus, in times of high unemployment there will be 
many workers competing for few jobs, and so those seeking to change 
employment are less likely to find a suitable alternative. Therefore, 
the turnover of staff will fall. 
HYMAN (56) takes this idea one step further. He suggests that there is 
in fact only a "minority of workers" who under normal circumstances would 
be prepared to leave one job before securing another. Of this minority, 
"a proportion might be expected to act more cautiously in the knowledge 
that few alternative jobs are available; thus the size of the circumspect 
majority would be increased ll • Similarly WOYTINSKY (57) in his study of 
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labour turnover under different economic conditions from 1910-1940, 
quoted figures showing that the percentage of 'unstable' workers in the 
workforce dr.opped in years of. depression. (His definition of 'unstable' 
workers is based on those who have less than 12 months of continuous 
employment behind them, with slight arithmetic adjustments.) For example 
in 1914, and even 1918 when there was an excessive demand for labour, the 
'unstable' element formed 12% of the workforce, whereas in 1928 at the 
beginning of the depression, it dropped to only 4%. We can suppose there~ 
fore, that the 8% difference represents the more 'circumspect' employees 
of HYMAN's theory, who do not leave their employment until an alternative 
is found. 
Furthermore, WOYTINSKY (58) found strong evidence showing that while 
changes in employment conditions were clearly linked overall to changes 
in 'quit' rates, changes in his 'stable' workers were minimal compared 
to those in the 'unstable' element. In other words, he suggests that it 
is only the unstable workers whose leaving decisions are affected by 
changes in the state of the economy. 
At this point it should also be pointed out that despite numerous confirm-
ations of an inverse relationship between turnover and the level of employ-
ment, there have been some empirical studies showing that high unemployment 
and high turnover may co-exist. CURRAN (59), for example, found an "unex-
pected" positive relationship between labour turnover and the unemployment 
variable in her model exi~ting at industry level. PETTMAN (60), who looked 
into various determinants of labour turnover, said that his preliminary 
research showed no significant relationship between unemployment levels 
and turnover at the national level over the past three decades. 
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These studies would seem to indicate a need for further qualification 
to the original theories concerning turnover and the state of the economy. 
CURRAN (61) explains her results by suggesting that employees in depressed 
industries with high unemployment and few prospects will follow 'neo-
classical' theory and move to industries with better prospects. However, 
she also points out that there is no available data to support this hyp-
othesis. 
A more favoured theory has been put forward by both WOYTINSKY (62) and 
MORETON (63). They suggest that turnover is more highly correllated to 
vacancy rates than with the levels of employment. In other words, the 
'vacancy rate' would refer to the actual opportunities to change jobs 
that are available to a particular labour force. This theory, suggests 
MORETON, would explain the reported differences in the type of relation-
ship between turnover and employment levels. Under normal circumstances, 
when unemployment is rising, whether in an industry, or in the economy as 
a whole, the level of job vacancies will fall correspondingly. Therefore 
turnover should fall and would exhibit a negative correllation to unem-
ployment over time. However, if specific job opportunities are at variance 
with the overall trend in employment, the proportion of quits may increase 
even in a depressed market. Similarly, if skills are not specific to a 
particular job, workers may well be able to find employment in other fields 
or industries if employment conditions seem more favourable. 
This leads us to suggest that labour turnover is more directly regulated 
by conditions in the local labour market rather than the overall state 
of economic activity. RICE et al(64) note this, saying that when invest-
igating the turnover of manual employees, they found the relationship 
most tenable with respect to the local level of unemployment. 
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Similarly, WOODWARD (65), looked at labour turnover from the angle of 
the local labour market and saw it as being more relevant than looking 
at nationally prevailing conditions. Generally, it would seem, the 
market for labour, particularly low skilled workers, is limited to a 
specific geographic area. For the firm, this market will be limited to 
that labour which it could potentially recruit; and for the worker, the 
boundaries are defined by the distances which they are prepared to travel 
to work, and the openings which fall within those specifications. 
Clearly, therefore, each loial labour market will be difficult to define 
precisely. In addition, because they encompass a wide variety of jobs 
and firms, it is to be expected that labour market behaviour will vary 
also from one local labour market to the next. 
WOODWARD (66) suggests that economists classify local labour markets 
according to the supply and demand for labour, and grade them between 
'tight' and 'loose'. The former implies that there is a shortage of 
labour to fill the vacant positions, while a loose labour market would 
have a relative abundance of labour. There are clearly theoretical and 
empirical reasons for suggesting that as each local labour market differs 
from the next, then the causes of turnover will vary also from one to 
another. For example, a study by MACKAY et. al. (67) suggests that 
turnover is affected by the size and compactness of the labour market. 
This implies that firms operating in a large conurbation can expect to 
suffer from higher rates of turnover than similar companies in areas 
with smaller concentrations of labour. 
Similarly, SLITCHER (68) investigated labour turnover in different 
localities and suggested that the supply and demand for labour in the 
labour markets will be governed by the extent to which nearby 
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establishments employ staff of a similar grade and skill level. Compet-
ition from other firms will affect the supply of labour and of partic-
ular skills,·and will determine the opportunities for workers to change 
jobs. The accessibility, within local labour markets, of colleges and 
training centres where skills can be learnt will also lead to differences 
in the job opportunities and therefore the turnover of staff, as will var-
iations in the growth levels of different industries. Furthermore, MARCH 
and SIMON (69) suggest that "vol untary turnover wi 11 decrease as measures" 
of business activity drop. II In this way they propose that the impact of 
the business cycle may result in differences in turnover for specific 
industries. However,"this effect would in all probability, gradually 
spread to alter the employment alternatives of other related industries. 
The formation of discrete local labour markets would be expected to be 
accompanied by the development of a social community. The characteristics 
and sociological factors of this would also seem to have an impact on 
labour turnover rates. SLITCHER (70) proposes that labour turnover 
would be highest in new towns, and in localities which have undergone 
rapid growth. This follows the reasoning that rapid expansion and re-
cruitment increases the percentage of workers with short service - the 
workers with the highest propensity to leave. It has also been suggested 
that when employees live away from the workplace, and travel some distance 
to work, they will exhibit higher turnover rates. 
Finally, in connection with turnover and local labour markets, is the 
already mentioned problem of turnover spreading when an area gains a 
'poor' reputation for instability. Labour market forces will perpetuate 
the turnover process and the reputation it gains will attract even more 
'unstable' or transient workers to the area (SLITCHER (71)). 
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2.2.2 THE SIZE OF THE ORGANISATION 
The idea of a relationship between the size of the organisation and 
labour instability is one that has been noted for many years. For 
example, as far back as 1'933, DURKHEIM (72) wrote, II ... small scale 
industry where work is less divided displays a relative harmony between 
worker and employer. It is only in large scale industry that these 
relations are in a sickly state. lI . 
However, the extent to which the relationship is directly correllated 
would seem to be open to debate. Results of empirical studies over the 
years have, in fact, shown marked inconsistencies. For example, there 
are negative correllations quoted by writers such as WOYTINSKY (73), 
CURRAN (74), COHEN (75) and MACKAY et.al. (76). This suggests that 
smaller establishments will exhibit higher turnover, and vice versa. 
On the other hand, INGHAM (77), in his review of the subject, quotes 
studies with negative relationships, and ones with positive correllations. 
These research findings, then indicate that the evidence regarding size 
and labour turnover is rather equivocal. 
In view of the inconsistencies found, several writers have put forward 
a variety of explanations. INGHAM (78) firstly proposes the possibility 
that an inadequacy of measurement of labour turnover is to blame; that 
measures have been used which are not appropriate to the situation. For 
example, when measuring 'organisational' attachment to a firm, are 'in-
voluntary' separations, such as death, or retirement, really a valid 
inclusion? 
A second suggestion is mentioned by both WOYTINSKY (79) and by MARCH 
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and SIMON (80). WOYTINSKY points out that a comparison of turnover 
and size may be inaccurate and meaningless because in large companies 
a lot of 'in~ra-organisational' transfer of staff would constitute 
Iturnover l in smaller companies. MARCH and SIMON (81) take the same 
idea, but describe it as the "perceived" possiblity of intra-organis-
ational transfer, rather than the actual. 
Thirdly, it is clear that there are outside variables involved in 
determining turnover, and the influence of these must be controlled in 
any study of labour turnover. For example, we have already discussed 
the idea that in a situation of high unemployment there will be fewer 
Opportunities for job changing, and hence lower turnover. Similarly, 
lNGHAM (82) quotes the possible effect of the location of industry 
with respect to the availability of alternative employment. 
Another point worth noting here is that the overall structure of the 
industry may count in relation to labour turnover. If large companies 
dominate the industry, they are likely to also dominate the conditions 
of mobility. Wages and employment provisions would be set by the large 
firms who can usually afford to offer a higher standard of conditions 
than smaller firms. Large companies will then maintain conditions on a 
par with similar companies, and the smaller firms will have to be inc-
reasingly competitive among themselves to remain in the market. The 
larger companies would, in this way, all offer similar wages and benefits 
and so an employee's incentive to move from one firm to another is great-
ly reduced. Conversely, when smaller firms dominate the market, the com-
petition is likely to be higher and hence one would also expect a higher 
level of labour turnover. 
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Economic factors are, however, not the only intervening variables in 
the problem of a relationship between turnover and size, and~umber 
of studies have tried to identify those features. As MACKAY et. al. (83) 
point out, any apparent association between size and labour turnover in 
an establishment may be 'spurious', arising through other characteristics 
of large or small firms. This, in fact, seems to open up a multitude of 
avenues for speculation. For instance, l~rge firms may be found to have 
lower turnover because they are able to pay higher wages, employ a larger 
proportion of stable males, 6r merely bec~use large plants are concen-
trated in industries or areas with lower turnover levels. Similarly, 
large companies may retain their staff better because of better promotion 
prospects, more personnel services, greater job security and often greater 
prestige. On the other hand smaller firms may gain the edge because they 
can offer more personal treatment by management, and possibly because 
there would be less de-skilling of jobs than in larger companies. 
The literature in this area is wide, but not particularly conclusive with 
respect to a discussion of turnover and size. For example, TALAACHI (84) 
discussed the relationships between job satisfaction, absenteeism, 
organisational size, and labour turnover. He found that size was neg-
atively correllated to the 'general' level of job satisfaction; and that 
there was also a significant negative correllation between the level of 
absenteeism and the level of satisfaction. However, his examination of 
turnover data and the level of satisfaction did not show any significant 
relationship. 
Similarly, INGHAM (85) quotes work by Indik, who hypothesised that 
greater organisational size increases the need for bureaucratization, 
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and increases the level of 'role specialisation'. Both of these, he 
suggests will decrease job satisfaction and hence will tend to increase 
labour turnover. However, INGHAM goes on to point out evidence refuting 
a direct connection between size and work specialisation; and suggests 
that there is "confusion i~ the literature directly concerned with the 
relationship between organisational size and bureaucratisation". 
Furthermore, PORTER et. al. (86), in their review of the subject, found 
only two studies which had related total organisational size to job 
satisfaction. However, they suggest that the evidence is more conclu-
sive if one considers a 'sub-unit' size as the relevant measure. They 
found this to have a positive correllation to labour turnover, but did 
point out that the area was in need of further research. 
It would seem appropriate, therefore, to suggest that there is clearly 
no direct correllation between the size of an organisation and its rate 
of labour turnover. Furthermore, there coulo well be numerous intermed-
iate variables, the associations of which are still not made clear by 
the available literature. However, evidence concerning direct relation-
ships between some of these intervening factors and labour turnover has 
yet to be discussed. 
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2.2.3 WAGES 
One of the basic theories behind conventional economic wisdom is the 
'competitive' hypothesis. It suggests that employees will seek to gain 
a net advantage for themselves, and will therefore move in a one-way 
flow of labour from low-earnings establishments, to ones offering higher 
pay {SILCOCK {S7}}. This implies a direct relationship between pay and 
turnover, whereby the higher the level of wages, the lower the labour 
turnover. 
Empirical evidence, hO'wever, does suggest a need to elaborate on this 
role of wages in allocating labour. It has, for example been observed 
by MACKAY et. al. (ss) that, in the short run, at least, the association 
between the flows of manpower and the relative earnings is fairly weak. 
Many writers in fact reiterate this view as a result of their own studies 
~ (HILL (S9); HUBER {90}; SWANN {91}; CLARKE (92}). HILL, for instance, 
studied wage levels and the movement of labour among coal mining estab-
lishments. He found that "average wastage tended to be systemmatically 
lower in pits with high average wages, to the extent that average wastage 
was two times as high in pits with very low wages as those with high 
wages." However, he goes on to point out that across the wide range of 
pits he studied, the strength of the relationship varied greatly; and he 
found no grounds for suggesting that the probability of a worker leaving 
would depend solely on the average wages paid. SWANN's (93) study on the 
other hand, surveyed 11,500 people to find out why they change jobs. 
"More money" ranked fifth as a reason for leaving, after a desire for 
change, more experience, greater promotion and because "a good job was 
offered" . 
So, what the data would seem to show is a general support for the view 
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that pay dissatisfaction is related to turnover; yet it also clearly 
indicates that the two are not always highly related. Various works in 
the literatu~e have noted this 'fact' and have produced contributory 
ideas which seem to add to the overall picture of the pay and turnover 
relationship. 
One idea, mentioned by both HYMAN (94) and MACKAY et.al (95) is that of 
'imperfect knowledge ' . In many cases, employees will have a certain 
level of ignorance, or imperfect knowledge, about pay levels in neigh-
bouring firms and industries. This lack of knowledge will then impair 
the employees I ability to assess job alternatives during the Iturnover 
process
'
, especially in terms of pecuniary gain. MACKAY et.al suggest 
that this process, whereby an individual moves from one job to another 
to find suitable employment, is often "haphazard and wasteful II because 
of imperfect knowledge; and time intervals may emerge before workers 
would become fully aware of wage differences and respond to them. 
Followers of the 'Human Relations ' school of thought propose a very 
different theory. They go so far as to suggest that wages are not even 
primary motivators in the work situation (HYMAN (96}). They say that 
only a minimum level of subsistence must be provided by the workers wage, 
and that once this threshold is reached, wages will no longer assume 
primary importance. This view, however, does not seem to be widely 
accepted by other writers who Suggest instead that the relationship 
between pay and turnover does continue to exist, but that other variables 
may influence the strength of the correllation. 
One such ¥ariable that could influence the pay/turnover relationship, is 
the state of the economy. LAWLER (97) suggests that if there is a low 
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probability of obtaining a better-paying job, a worker may remain in his 
current job even if he is dissatisfied with the pay. This would be a 
particularly.important influence in times of high unemployment, when one 
might expect pay dissatisfaction to be quite unrelated to turnover. 
Similarly, a study by WOODWARD (98) into the economic causes of labour 
turnover, introduces yet another vari ab 1 e. /He suggests that there is a 
weak association between turnover and pay because turnover is strongly 
related to length of service. This, he suggests, will tend to "undermine . 
a simple association between· earnings differentials and the quit rate". 
Furthermore, it has been suggested that "it is not realistic ... to predict 
that pay dissatisfaction should be perfectly correllated with turnover" 
because "pay is just one of the rewards that influence the attractiveness 
of a job" (LAWLER (99)). For example, a worker may be dissatisfied with 
his pay, but satisfied with other non-pecuniary job aspects and because of 
this he may see his present job as more desirable than any alternative one. 
This idea of pecuniary versus non-pecuniary rewards is mentioned by several 
writers; HILL (100), INGHAM (101), SHOREY (102) and LAWLER (103). HILL, 
for instance, suggests that the 'net advantage' sought by employees has to 
include both monetary and non-monetary factors. Thus in some establishments 
low wages may be offset by other non-wage benefits to give a net advantage 
equal to other establishments offering a higher basic wage level. INGHAM 
(104) introduced the concept of organisational size to illustrate this idea 
even further in his study of size and worker behaviour. He found that 
large plants were the source of relatively high wages and a low level of 
non-pecuniary rewards; and vice versa for small firms. The smaller organ-
isations may then compensate for a lack of basic wages by offering greater 
variety in tasks, greater autonomy, and greater opportunity for social 
interaction. These factors, suggests INGHAM, will be conducive to job 
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satisfaction (Job satisfaction is discussed more fully at a later stage). 
If we then aC,cept the theory of pecuniary and non-pecuniary rewards being 
involved in the turnover decision, it would seem to be more appropriate 
to consider changes in wage levels rather than just the level of earnings, 
(HILL (105) and MACKAY et. al. (106)). In this theory, wages would never 
have to be equal to obtain labour market equilibrium. Instead, only when 
the monetary wages and the non-pecuniary rewards are seen to equal each 
other out, will workers have, in theory, no propensity to leave. HILL 
suggests, however, that because of imperfections in the labour market, 
this equilibrium will ,never actually be reached. 
LEICESTER (107), on the other hand, sees labour turnover being partly 
dependent on future wages. He suggests that people will leave if the 
expected future increase in wages is not as high as in other industries. 
This introduces the idea that wage differentials are in fact the important 
measure in relation to turnover. If wage differentials are taken to refer 
to the differences in pay between one job and another with respect to skill 
levels and with respect to time, one can see how a measure of pay differ-
entials can reflect future earnings. Thus, if a firm does not offer set 
wage differentials an employee may well see his future earnings as likely 
to be inadequate. This will be particularly so in times of pay restraint, 
when the only visible way to increase earnings would be to change jobs. 
So, to sum up, what we seem to have is a definite relationship between 
labour turnover and changes in pay rates; which will vary in strength 
dependent on general employment conditions, on a workers' satisfactions 
with the 'non-pecuniary aspects of his job, and by the importance he 
attaches to pay. 
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2.2.4 NATURE OF THE WORK 
Studies of labour turnover commonly seem to identify wide variatio .• 
. ' n 1 n 
rates between different industries and different firms. A survey by 
the Institute of Personnel ~anagement (108), covering 56 companies in 
a range of industries, quotes annual turnover rates varying between 5% 
and 143%; and SILCOCK (109) also mentions studies which show rates 
ranging from 5% to 95% for males and 17% to 133% for females. 
In addition, many studies have also shown that labour turnover rates 
vary widely between departments and occupations within the same organ-
isation. WILLIAMS (110) studied three hospital departments and showed 
turnover rates with considerable divergence throughout the five-year 
study period. Other work by EDWARDS (111); RICE (112) and JOHNSON (113) 
also highlight the occurrence of wide departmental differences in turn-
over rates. The work by SHAMIR (114) into work attitudes and the envir-
onment in hotels took the analysis further. He suggests that 'workers in 
one occupation will exhibit similar characteristics and orientations to 
work to those employees in the same job at another establishment; more so 
than to other workers in their own firm or unit. 
These findings would tend to suggest that f~ctors pertinent to the whole 
organisation, such as company policy or the size of the unit, are less 
dominant in determining worker behaviour and attitudes than factors 
relating directly to the job characteristics. As WOODWARD (115) puts it, 
"Industrial behaviour at all levels is a function of the work situation 
itself". This idea is also supported in studies by SHAMIR (116), KERR 
and SIEGAL (117) and SAYLES (118). KERR and SIEGAL for example, argue 
the hypothesis that "the inherent nature of the job determines the kinds 
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of wor"kers employed and their attitudes"; and SAYLES (119) suggests 
that the "social system erected by the technological process is also 
a basic and continuing determinant of work group attitudes and actions". 
Several studies, however, qisagree with this argument suggesting worker 
attitudes are related to wider factors. GOLDTHORPE (120), for example, 
believes there to be no correllation between worker behaviour and tech-
nology at work. He quotes a range of semi-skilled men in a range of 
occupations, who show striking similarity in attitudinal and behavioural 
patterns despite working in very different technological environments. 
He goes on to attribute the behavioural differences to locational and 
community factors. The ECONOMIST (121) also believes that the nature of 
the work is not responsible for worker attitudes. It suggests instead 
that such differentials reflect differences in the scope for movement 
within an industry - the way the labour market is organised, personnel 
policies of employers, and the opportunities for applying their skills 
elsewhere. PARNES (122) makes this observation too, but believes it 
to be merely a contributing set of factors behind labour mobility diff-
erentials on a wider scale. 
Returning to the idea that the nature of the work affects worker attitudes 
and is responsible for differences in departmental and occupational turn-
over rates, it can be seen that there are many ways in which a job can 
vary. Each job for example, will offer different work and technological 
systems affecting levels of autonomy and responsibility, the degree of 
interaction among workers, work loads, physical and mental proximities 
of jobs in each location and even promotional ladders and 'status rela-
tionships': However, saying this, HUBER (123), in his review of research 
into labour turnover, reaches the conclusion that too much emphasis is 
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placed on the provision of good working conditions as a way of main~ 
taining acceptable levels of labour turnover. Low turnover, he points 
out, has been found even when the work appears to be very hard and un-
pleasant, and the environment rather inhospitable. 
So, if, as suggested, the technological differences of jobs are 
responsible for different levels of labour turnover among departments 
and occupations within the same firm, it is necessary to further consider 
the implications. Are the differences of attitude and behaviour attri-
butable to the differences in the workers' prior orientations to work or 
to variations in the actual work situation? It could be, for example, 
that the nature of the job and the,work systems tend to 'make' people 
'unstable'; certain technologies may instil in workers the attitudes and 
goals that discourage stability. Or, as WOODWARD (124) argues, it may 
be that different jobs and work situations will satisfy a workers expect-
ations to different degrees and will thus reflect differences in atti-
tudes and behaviour of staff. 
This latter idea forms the basis of the 'socio-technical' school of 
thought _ the theory that technical demands of a job are inter-related 
with human needs. TRIST (125) looks at the socio-technical theory, and 
suggest that the "problem was neither that of simply adjusting people to 
technology nor technology to people, but organising the interface so 
that the best match could be obtained between both." This involves 
redesigning job and organisational arrangements from the direction of 
social psychology, to permit the development of a social structure in 
support of the functions and objectives of the work groups. The job-
design is based on three main requirements: to give workers greater 
autonomy, greater variety of work tasks, and to encourage the individual 
to adapt and develop from the work situation. Combining the social and 
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technological aspects bf the jobs is then thought to work towards opt-
imising the overall performance of workers. 
The notion of 'job enrichment' has developed from reasoning such as this. 
The idea is to expand the ·vertical' boundaries of a workers' job, giving 
more autonomy and responsibility and a greater repe.rt.oire of skills, 
ostensibly leading to increased opportunity (STEERS and PORTER (126)). 
The idea is that job enrichment will increase job satisfaction and dimin--
ish alienation at work, hence decreasing labour turnover. This would tie 
in with empirical work by WILLIAMS (127) on hospital staff, showing a 
positive relationship- between labour turnover and task repetitiveness, 
and a significant inverse relationship between turnover and job autonomy 
and responsibility. WILSON (128) suggests that enriching jobs in the 
lower levels of an organisation will create a temporary phase of 'job-
impoverishment' in more senior levels and in supervisory jobs. Actual 
changes in the retention of labour, seem to have little, if any, document-
ation. 
The other theory concerning the technological impact, of work suggests 
that the nature of certain jobs may attract workers with temperaments 
and attitudes conducive to certain behavioural characteristics. 
'Unstable' or 'stable' workers may be attracted to particular occupations 
where, for example, their orientations to work may be more common or more 
widely accepted. KERR and SIEGAL (129) make the point that jobs often 
become associated with different types of people and the community then 
creates 'norms' of behaviour expected bf those workers. For example, 
they suggest the community is more sympathetic with striking miners 
than with school teachers "abandoning their desks". To the extent that if 
a worker has a choice of employment, it is presumed that he will choose 
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the job or occupation that most nearly satisfies his personal order of 
needs. This idea of self-selection has been reported by several writers, 
HYMAN (130), SHAMIR (131) and WOODWARD (132). They suggest that through 
a process of self-selection workers with similar 'instrumental, express-
ive and social orientations· to work will converge, and may be reflected 
by certain patterns of attitude and behaviour emerging in particular 
occupations. HYMAN (133) illustrates the notion with reference to an 
apparent lack of impact by pay differentials on certain workers. He 
suggests that these long-service employees' "through a process of self-
selection, represent a minority group among earlier recruits whose 
economic motivation is· untypically weak". SHAMIR (134) goes on to argue 
that the more flexible, individualised and diversified an organisation 
is, then the greater opportunities there will be for a self-selection 
match between the workers' orientations and work environment. 
What seems to have emerged quite clearly from reviewing the literature 
in this area is that the nature of jobs, in relation to work systems 
and technology, determine the kinds of workers and their attitudes to 
work through processes of selection and conditioning. This in turn 
seems to account for at least some of the differentials in labour turn-
over rates found between occupations, jobs and departments. 
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2.2.5 LENGTH OF SERVICE 
It is to be expected that labour turnover will decrease with the inc-
reasing length of service of employees. This suggests that the longer 
an encumbent worker remains· with an organisation, so his propensity to 
leave will diminish. This phenomenon was first noted by GREENWOOD (135), 
who drew tables showing that the proportion of leavers decreased steadily 
with their -length of service. Many subsequent studies have confirmed 
this relationship, and found 'it to be consistently strong and predictable 
(RICE et. al. (136); GREYSTOKE (137); SILCOCK (138); EDWARDS (139); COOK 
(140); WOODWARD (141);.and HUBER (142)). For instance, COOK said lithe 
incidence of labour turnover is much higher among short-term employees ... 
the critical period appears to be in the first three months of employment"; 
RICE refers to this as the 'induction crisis'; SILCOCK notes it as a 
strongly marked characteristic of labour turnover; and GREYSTOKE suggests 
a number of reasons to account for the observations. The shape of the 
relationship has been described graphically (see Figure 2.2.1), by CANNON 
(143) who suggests that it is also strong enough to be fitted to a math-
ematical mixed exponential equation. 
Rate of 
leaving 
Length of Service 
Figure 2.2.1 The 'Induction Crisis ' shown graphically 
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At the point when a recruit joins an organisation the probability of 
him leaving is very high, but will rise still further immediately 
afterwards. ,This propensity to leave will reach a peak before falling 
away rapidly. It then shows a low plateau with a slight increase for the 
longer lengths of service .. SILCOCK (144) suggests that of those writers 
who put actual time spans to the distribution of leavers, most would 
agree with COOK (145) that the critical period of labour turnover OCcurs 
within the first three months of service. However, there does seem to 
be quite a range of values attributed to the magnitude of the problem. 
At one extreme COOK quotes an Australian study where over 50% of all 
resignations occurred .within the initial three months of employment; 
while a study by REYNOLDS (146) of manual workers in America, reports 
that only 40% of his s~mple served less that one year in their previous 
job. 
There would seem to be various factors which explain the probability of 
a voluntary separation declining with length of service. Probably the 
best way of looking at the problem, however, is to divide the length of 
service into three distinct stages as suggested by various writers, such 
as RICE et. ale (147), HYMAN (148), and WOODWARD (149). RICE et. ale 
refers to these stages as the 'induction crisis', the period of 'differ-
ential transit', and the period of 'settled connection'. 
Starting from the end, the period of 'settled connection' will only be 
reached by those workers who have become established in a firm, and 
have formed roots in the social and working cultures of the organisation. 
The greater the job tenure, the deeper will be the attachment a worker 
forms with, the job. Therefore the costs of leaving, particularly the 
psychological ones, will be significantly and correspondingly increased. 
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Workers will develop familiarity with company policies and traditions, 
social interdependancies, and habitual routines which become harder to 
break. Repl~cing the intimately familiar with the unknown becomes 
increasingly difficult to do. PARNES (150) also suggests that there is 
a certain "prestige associated with being an old-timer". 
On a more tangible level, increased length of service enhances job 
security, which will seem to be of particular importance as alternative 
opportunities are limited by-external employment conditions. Direct 
economic advantages also accrue with long service. For instance, wage 
increases, pension rights, promotion opportunities, and various bonuses 
are usually dependant on tenure ina job. Similarly PARNES (151) points 
out that long-service employees are more likely to have reached the peak 
of their career aspirations, and so are less likely to change their 
employment for self-advancement. All these benefits, which build up 
with increasing length of service, work to enhance the attraction of a 
workers current employment, and to decrease the opportunities for a 
corresponding, or improveo job alternative in the external market. 
Workers in the period of 'differential transit ' will have survived the 
initial, critical stage of induction, and should be fairly attached to 
their jobs. They will also be in a position to give a more informed 
appraisal of the employment, and of their own expectations from it. At 
this stage, both WOODWARD (152) and HYMAN (153) suggests that the 
critical criteria for this assessment will centre around their promotion 
prospects within the organisation. This in turn will depend on the 
internal structure of the firm and its rules governing internal mobility; 
and on the grade of the job and the extent to which turnover creates 
openings for promotion in higher grade jobs. The aspects of promotion 
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in relation to labour turnover are, however, discussed more fully at 
a later stage. 
Finally we come to the critical stage of 'induction crisis', when 
employees first join an organisation. It has been described as the 
"initial period of disorientation when the rate of leaving is highest" 
(HYMAN (154)). New workers seem to have the highest propensity to leave 
because of initial difficulties in adjusting to the requirements of a 
position in a strange environment. However, although it does seem to 
be quite universal that turnover is considerably higher during the first 
few months of employme.nt, the length and severity of the induction crisis 
varies between industries and between firms. This would seem to suggest 
some degree of controllability of the process. 
It should be noted also that the introduction of new workers to a part-
icular department may have the same characteristics as workers starting 
in a new establishment. RICE (155) in studying the effects in inter-
departmental movement of staff, pointed' out that workers being trans-
ferred in this way appear to encounter the same problems of orientation. 
This phenomenon is also reported by HUBER (156), where long-service 
employees who transferred within an organisation, turned over one and a 
half times as fast as those who did not move. What seems clear, therefore, 
is that the induction period is a critical time beca~se workers are moving 
to a new and different environment. The workers' progress through the 
initial few months will then depend on the success of the induction and 
integration to new surroundings and work practices. The effective induct-
ion of workers transferred internally to a department would seem to have 
at least as much relevance as induction for those new from the external 
labour market. 
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Several writers have highlighted another idea which may contribute to 
an understanding of the turnover and length of service relationship. 
It has been suggested by HUBER (157), BOWEY (15S), WOODWARD (159) and 
DATCHER (160), that workers enter a new job with certain pre-conceived 
ideas about it. The period of induction would then form the time when 
the recruit determines whether the job matches his expectations. 
SLITCHER (161)believes that the first few days are the most critical to 
the recruits judgement. Inevitably, in some circumstances the expect-
ations will be justifiably frustrated if they are basically unrealistic. 
HUTT (162) suggested from his study of graduate mobility, that the mis-
match of expectations and reality will be greatest for recruits in their 
first job. They will be less able to make a realistic assessment of 
their aspirations and abilities compared to the rest of the labour force. 
In other cases, however, it is a lack of information which will accentuate 
the variance of job expectations and job reality. The failure of recruit-
ment procedures in this area has been suggested several times. HUTT (163) 
reported that 33% of his sample believed the recruitment process for their 
previous job had given them an inaccurate picture, and 16% said the same 
for their current employment. HUBER (164) also quotes a study where a 
Life Assurance company found that their leavers felt management had pre-
sented an inaccurate picture of the job at the selection interview. As a 
result a realisti~ description of the job was provided and turnover was 
"drastically reduced". The importance of communicating the good and bad 
aspects of a job to a prospective employee in the recruitment and selection 
process is further reiterated by BOWEY (165). 
A further point is made by DATCHER (166) in her study of informal networks 
and quit behaviour. She emphasises the benefits of recruiting staff who 
already have informal contacts at the place of employment. Such people, 
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she suggests, will have an advantage in the amount of information they 
will have gathered about the job. This, in turn, will potentially 
improve the q~ality of a match between the worker and the job, and reduce 
the extent of the 'induction crisis'. 
The compatability of a workers' expectations and the actual job is not 
the only factor affecting the severity of the 'induction crisis'. 
HUBER (167) and BOWEY (168) are among those writers who highlight the 
importance of the induction and integration jnto a new environment .. A 
recruit will be faced with new work colleagues and relationships~ new 
techniques and work practices, and different demands - mentally, socially, 
physically and psychologically. The acceptance of newcomers by incumbent 
workers varies enormously. BOWEY (169) suggests that some industries 
and organisations have traditionally subjected recruits to certain trials 
before acceptance, and quotes both hairdressing and catering establish-
ments. New workers may also feel rejected at the workplace if longer-
serving employees see them as a threat to established customs and 
benefits. Overtime, for example, is often earned because of the work 
resulting from a job vacancy. Recruitment therefore threatens the oppor-
tunity to earn overtime, and the new recruit is held responsible. It 
would also seem that in establishments where there are tightly-knit work 
groups, with many long-service workers, set in their ways, it will be 
harder for newcomers to feel integrated and be fully accepted. Under 
such circumstances it would be expected that short-term turnover would 
be high. 
A new recruit will also be unfamiliar, to a certain extent, with the 
work processes and techniques. This, suggests SLITCHER (170), will 
diminish his self-confidence and make him more susceptible to 
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discouragement. A sense of vulnerability from strange and unfamiliar 
things will make a worker~ life more trying, and tend to render him 
more critical. Things to which workers are accustomed, tend to be 
accepted as a matter of course. Therefore, says SLITCHER (171), "a job 
may seem undesirable to the worker because he is new to the place". The 
introduction, or elaboration, by management of training techniques with 
this in mind should help newcomers in adjusting to their jobs. Work by 
LEFKOWITZ (172) quotes four studies where revised training programmes 
have resulted in big decreases in turnover, illustrating the importance 
of training of a study of staff turnover. 
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2.2.6 RECRUITMENT 
The relationship between labour turnover and recruitment seems to be 
quite clearly documented. One would expect labour turnover and recruit-
ment to rise and fall together, with a small time lag between them. 
This relationship is in accord with the results of studies quoted by 
both EDWARDS (173) and HILL (174). HILL reported consistently high 
correllations between wastage and recruitment; EDWARDS quotes an early 
study where a firm found that. their labour.turnover rates had doubled 
after increasing the labour force from 2700 to 3400. 
Other studies have considered the relationship further. RILEY (175) 
and LEICESTER (176) both suggest that when recruitment is increased 
there will be an increased proportion of short-service workers in the 
total labour force. These employees will therefore have a higher pro-
pensity to leave (see Section 2.2.5) and this gives rise to a higher 
turnover rate which is not, however, a reflection of any real decline 
in stability of the overall workforce. Similarly, as recruitment falls, 
so natural wastage through employees leaving will fall too. 
The relationship between turnover and wastage would appear to be a con-
tinuous cycle. Increased recruitment leads to higher turnover of staff, 
which will have to be replaced with more recruitment. It also seems that 
the relationship could develop into a spiralling problem if not checked. 
However, JOHNSON (177) in his study of labour turnover in hotels, suggests 
also that an increased turnover of staff in this way may lead to 'crisis 
management I , centering around short-term, panic reactions to a problem. 
This may well compound, rather than cure the problem. Recruitment in a 
hurry can lead to poor selection of the wrong candidates, which in turn 
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will lead to even more staff being dissatisfied at work and leaving. 
On a positive angle the literature suggests that it may be possible that 
the relationship between turnover and recruitment could be used as a 
mechanism by which management can, to a certain extent, 'control' the 
supply and demand of labour (RILEY (178)). Labour turnover will increase 
when business is thriving and the organisation is expanding with new 
recruits. The firm's estimated recruitment needs must therefore take 
into account an extra amount to cover the i'ncreased turnover. Similarly, 
if a firm wishes to contract its labour force, it may decide to limit 
recruitment and rely on the process of natural wastage rather than redun-
dancy. However, as recruitment falis, so will turnover, and the rate of 
natural wastage will be less than expected. Because of this, and the 
fact that natural wastage does not occur as and where required, RILEY 
suggests that it is not a realistic operating policy for reducing the 
labour force. 
EDWARDS (179) suggests two further reasons why labour turnover should 
increase with higher recruitment. Firstly, he suggests that a large 
influx of~new workers may also have an adverse effect on the stability 
of encumbent workers. This idea, although quite plausible, has not been 
expanded by other literature, and is not backed up by any empirical 
evidence. On the other hand, RILEY (180) suggests that although encum-
bent workers may see new recruits as a threat to an established pattern 
of work, of overtime, customs, etc., they are more likely to reject the 
newcomers than leave themselves. 
Secondly, EDWARDS (181) suggested that increased recruitment may lead to 
a reduction in hiring standards, and hence the introduction of workers 
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with even lower stability than previously recruited. If increased 
recruitment leads to higher turnover, then there will be a need for an 
increasing supply of labour despite manning levels remaining more or 
less constant. Both WOODWARD (182), and the NEDO (183) report on labour 
turnover in the rubber industry, suggest that if this is accompanied by 
a tightening of the labour market, then one would well expect hiring 
standards to be lowered. This, it seems, will push up the proportion 
of workers who have low job attachment and are subject to multiple job 
changes. Thus, the hiring standards of a f.irm would seem to be included 
as another dependent variable in the relationship between turnover and 
recruitment. 
Taking this reasoning further, would tend to suggest there are particular 
characteristics pertinent to the more mobile and transient workers. This 
subject is discussed more fully at a later stage, but it does seem that 
there are certain characteristics that would help an employer to choose 
the more stable workers. It may be that the most reliable character-
istics for distinguishing short-stay recruits is their tenure in previous 
employments, and their reason for leaving the last job. 
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2.2.7 TRAINING 
It would be expected that the level of training in a firm would be 
. . 
directly related to labour turnover. The rate of turnover should 
decrease as the amount and- quality of the training increases. From the 
organisation's point of view, the more they invest in training staff, 
then the greater will be the benefits of retaining those employees and 
reducing turnover. If the costs of training staff are recouped by the 
firm through the productivity.of those employees to a break-even point, 
then the staff who leave before that equilibrium is reached represent a 
pure financial loss to .the firm. Clearly, the greater the investment 
in training, the greater will be that loss, and so the greater will be 
the impetus to deter staff from leaving. 
Likewise, from the employees' viewpoint, a greater investment in training 
would be expected to increase the attachment to the organisation. How-
ever, there are some cases where firms may find that despite offering 
excellent training and induction programmes there is still a high level 
of turnover. This may occur when staff join an organisation because the 
training it offers forms a good basis from which to move on to further 
employment, and not for a career with the organisation. Such a situation 
is probably less applicable to manual and low-skilled workers than to 
professional trades and graduates who place a greater emphasis on planned 
career development. 
This leads us to consider an idea mentioned by several writers, that not 
only does the frequency of training bear relation to the level of turn-
over, but also the type of training. This in tUrn will be determined 
by the 'specificity' of the skills and the 'technology' of the work. 
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For example, PETTMAN (184) differentiates between general and specific 
training in his study of the correllates of labour turnover. General 
training, he suggests, is useful in many firms in addition to the firm 
providing it; while sp~cific training has no effect on the productivity 
of trainees that would be useful in other firms if they changed employ-
ment. 
PETTMAN (18S) also argues that the costs and returns from general 
training are borne by the trainees, and not the firm, as the trainees 
receive wages below their current productivity. The costs and returns 
of specific training, on the other hand, are borne by the firm. Under 
such systems, suggests PETTMAN, employers have more incentive to retain 
specifically trained workers, and the latter have more incentive to stay 
with the firm. Therefore, firms with specific training would exhibit 
lower rates of labour turnover. 
It would also seem that on-the-job training can prove costly to a firm 
through lost productivity. Firstly, it can be seen that on-job trainers 
have to be deployed away from their normal work for the training period 
and so some productivity will be lost. In addition, SCHLICHT (186) 
suggests a relationship between turnover and productivity that is dep-
end~nt also on the skills and training required by the firm. The 
diagram below (see Figure 2.2.2) shows this relationship as put forward 
by SCHLICHT (187). 
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Figure 2.2.2 Relationship between average productivity and the 
rate of labour turnover. 
productivity 
x 
FIRM A - Little on-job-training 
FIRM B - Much on-job-training 
~----------------------------------~J 
rate of labour turnover 
He suggests that firms with jobs that are specific to that firm, and 
involve some degree of difficulty for employees to become acquainted 
with techniques and customs, will require considerable on-the-job 
training. The greater the on-job training required, the more negatively 
inclined will be the relationship between productivity and the rate of 
turnover. In other words, for a given level of labour turnover, the 
greater the on-job training, the lower will be the productivity. This 
arises, suggests SCHLICHT (188), because the higher the level of labour 
turnover the higher will be the proportion of relatively inexperienced 
workers in the workforce. Presumably then, firms with much on-job train-
ing will have longer periods while the new workers remain 'relatively 
inexperienced ' with lowered productivity. 
In the area of on-job training, there is also a section of literature 
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which covers the subject of training, in relation to skill specificity 
and turnover. Specific skills are best taught by on-job training 
methods, and ~he two are often seen as going 'hand in hand'. DOERINGER 
and PIORE (189) for example, suggest that an increase in skill specif-
icity and on-job-training.will work to reduce turnover. As skills become 
more specific, it will become increasingly difficult for employees to use 
those skills elsewhere; and so workers trained in this way will perceive 
fewer job alternatives where those skills can be used and will have a 
lower propensity to leave. DOERINGER and PIORE (190) believe that this 
will give the employer a greater incentive to make the investment in on-
job training. Other f~cets of the relationship involving on-job training, 
skill specificity and turnover are discussed in the next section on skills. 
Suffice to say here though, that DOERINGER and PIORE (191) go on to 
suggest that employers may, on the other hand, be deterred from on-job 
training because of the costs involved. They believe that skill spec-
ificity is more costly in terms of training because of the limits to 
economies of scale savings when skills are relatively scarce and taught 
on a one-off basis. Similarly there is a 'cost' to employees in that 
on-job training promotes skills which are not readily usable on the open 
labour market. 
However, if employees do 'accept' on-job training, there are arguments 
which suggest it will lead to reduced turnover. The employees are less 
likely to leave within a short time, before their investment can be 
recouped from the firm. A greater investment on training in general by 
the individual might also induce him to spend more on searching for a 
job that suits him and will return his input. This would suggest that 
higher levels of training will reduce labour turnover. 
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The opposite argument, however, seems to command greater support. 
MARCH and SIMON (192) state that "within a given occupational level, 
the higher the level of education, the greater the conflict between 
the job and the individual1s self-image". This suggests that increased 
education actually increases the disparity between reality and the self-
characterisation held by the individual. The greater this disparity, 
the more pronounced is the desire to leave the situation. MARCH and 
SIMON (193) quote two further studies where manual workers with high-
school educations showed a greater propensity to leave their jobs. 
However, MARCH and SIMON were unable to provide evidence of the relation-
ship holding true for workers in higher levels of an organisation. 
Training may lead to higher turnover rates, however, for a slightly 
different reason. If an individual invests highly in training, his 
expected return from a job will be higher, and hence he may be more 
prone to job dissatisfaction and leave. His valuation of the skills 
learnt may differ from the value put on them by an employer. 
Another idea is that if an individual has invested in training of some 
f.orm, then he will have a certain range of skills which he will wish 
to utilise in a job. However, if the work is specific and fairly 
limited only a small proportion of his skills will be put to use. 
Therefore, for the more highly trained workers, a greater degree of 
specificity of skills in a job will lead them to a higher propensity 
to leave. 
Reviewing the available literature in this area does not lead to any 
firm conclusions as to whether increased training will lead to a 
reduction in turnover, or whether it will contribute to increased 
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dissatisfaction with the job. 
DOERINGER and PIORE (194) suggest that most employers favour training 
as a "long-run remedy" for labour shortages. In order to get the 
numbers of staff requiredi they reduce their hiring standards and 
implement more training programmes to compensate. Much of such train-
ing is thought to be carried out on the job, but a greater demand for 
teaching basic skills because of lower entry standards creates a greater 
opportunity for more formal training methods. A tight labour market 
will also be characterised by lower levels of staff turnover, so higher 
investment in training.will prove to be of less financial risk. 
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2.2.8 SKILL LEVELS 
The level of s~ill of workers does seem to be clearly related to labour 
turnover. All studies in this area seem to confirm the expected view 
that rates of labour turnover decrease as skill levels increase. 
SHOREY (195), for instance, created models of wage equations and quits, 
and showed that skilled workers quit less than other workers; while 
MARCH and SIMON (196) quote a number of studies substantiating lithe 
negative rel ationshi p between· ski 11 1 evel and vol untary turnover". 
Similarly, SILCOCK (197) notes that "time and again personnel managers 
have drawn attention to the observation that labour turnover, in so far 
as it constitutes a problem, is almost confined to unskilled and semi-
skilled grades". However, he does add that lithe lack of any precise 
definition of skill, and the difficulty of distinguishing between diff-
erent degrees of skill, make this proposition less susceptible to adequate 
demonstration, let alone proof". 
There are various reasons put forward by the literature to help ,explain 
this relationship between skill levels and turnover. Firstly, rewards 
for more skilled workers are higher: they are paid better wages, and 
are generally given less cause for dissatisfaction with their conditions 
of employment. SHOREY (198) also suggests that the more highly skilled 
workers tend to receive a greater proportion of intangible, non-pecuniary 
rewards from their work. Such rewards are clearly more difficult to 
identify and evaluate, and it would follow, therefore, that because of 
this, skilled workers will find the search for suitable alternative 
employment more difficult. Some such workers may then be discouraged 
from leaving their current employment. 
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The second area of discussion revolves around the skill structures within 
an organisation, and how this will affect the opportunities and incentives 
for mobility.· Skill development within an establishment is determined, to 
a large extent, by the structure and rigidity of the internal labour 
market, by the training capacity of the firm, and by the nature of the 
skills themselves. It is likely therefore that industries and firms will 
vary widely in the way skills are developed. 
RILEY (199) in his study of mobility and skill development in the hotel 
and catering industry, proposed the concept of an 'hierarchy' of skills 
within an establishment. 'This would represent different skills in 
ascending order, and would act as an inducement to internal mobility for 
those who wish to progress. In this way, the relationship between the 
rates of turnover and skill would seem to develop according to differ-
entials in skill levels. 
Both DOERINGER and PIORE (200) and MACKAY et. al (201) also mention and 
expand on the idea of skill differentials. However, while MACKAY et. al 
explains the effects of differentials between one establishment and 
another, DOERINGER and PIORE concentrate on how the internal structure 
of skills will affect both internal and external mobility. For instance, 
they suggest that if the skills of each job are basically independent of 
the other jobs in the organisation, then a firm will gain no real econ-
omies through internal promotion, and internal mobility will be limited. 
In such a situation the external market is said to become dominant, as 
employees will be forced to look externally in order to progress. 
Conversely, if there is a natural progression skills up through the 
organisation, an employee working on one job will not tend to develop 
the skills required for the more skilled jobs above. The internal 
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labour market will then become 'dominant', and the situation will be 
characterised by a low turnover of staff. 
A similar line of reasoning follows if we consider the argument put 
forward by RILEY (202) ana MACKAY et. al. (203), concerning the size 
of skill differentials from one organisation to another~ They suggest 
that if such disparity of skills is small, then a worker will find it 
relatively easy to progress 'upwards' from one firm to another. One 
would therefore expect the succession of firms with increasing skill 
potential to be characterised by high levels of labour turnover, as 
workers move between firms to advance their skill knowledge. However, 
it would seem that this argument is also dependent, to a large extent, 
on the ideas of DOERINGER and PIORE (204) already mentioned. Presum-
ably, even if there was a clear and easy skill progression between 
different establishments, a worker would prefer to move internally, 
unless his own firm was characterised by internal rigidity and indep-
endent skill. It should also be noted that any argument concerning the 
relationship between skill differentials from one establishment to another, 
would apply only to workers who are motivated by a desire to improve and 
add to their own skills. 
Another theory put forward by RILEY (205) develops the idea that there 
are certain industrial characteristics which will increase the need for 
mobility in the development of skills. For example, in the hotel and 
catering industry there is "a disproportionate amount of opportunity at 
the higher levels" which acts as a strong motivator for workers to s~ek 
to gain higher skills. However, the large demand for managerial staff 
results from having a large number of small units with limited training 
capacities. Mobility to increase skills will therefore gain greater 
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impetus; further increased by the 'multiskill requirements' of the 
managerial jobs which demand greater technical experience at lower 
levels. In addition, increased mobility will be facilitated if the 
basic skills and techn010gies are easily transferable between organ-
isations. 
Furthermore, it is pointed out by RILEY (206) that each firm will 
clearly have an upper skill level. In order for any employee to advance 
beyond that level in his particular field, ,he will have to leave his firm 
and move to another organisation offering more highly skilled jobs. 
Therefore there will be firms, possibly the smaller ones, where the skill 
potential is limited which will presumably be characterised by the turn-
over of higher grade staff as well as the unskilled workers. 
Finally, we come to a discussion on skill specialisation and turnover. 
Skilled workers are more likely than unskilled workers to be in highly 
differentiated jobs which are specific to a few organisations, and so 
will have fewer extra-organisational job alternatives 'visible' to them. 
MARCH and SIMON (207) express this idea, but base skill specialisation 
on length of service, rather than on increased skill, or on the type of 
skills involved. In either case, the idea is that the perceived avail-
ability of outside alternatives is a function of specialisation. The 
less universal a workers skills are, the fewer will be the job alter-
natives and the more costly will be the search for those laternatives. 
Therefore the workers' inclination to change jobs decreases. 
Clearly there is a relationship between skill and labour turnover, with 
the latter decreasing as skill levels rise. However, the literature 
does show that the relationship is not always as straight forward as it 
may seem; and that there are industrial and organisational structures 
that may alter the association. 
- 116 - , 
2.2.9 PROMOTION AND CAREER DEVELOPMENT 
Promotion is Glearly related to the acquisition of skills in many ways; 
and several of the points raised in the previous section on skills are 
also pertinent to a discussion on promotion. For example, DOERINGER 
and PIOREl s (208) internal labour market structures are equally applic-
able to promotion channels as to mobility for skill acquisition. How-
ever, there are also ideas which will be presented here, which are in 
fact more directly relevant to the relationship between promotion and 
labour turnover. 
It would be expected that promotion would induce employees to remain 
within an organisation, to the extent that if there are good prospects 
for an employee1s promotion and career advancement, labour turnover 
within the organisation would be low. Similarly, if high-prospect jobs 
and low-prospect jobs occur in the same organisation, then one would 
expect a higher rate of labour turnover in the latter. PARNES (209) 
says lithe greater intra-firm occupational mobility resulting ... will 
reduce the volume of inter-firm movement, since workers will be able 
to satisfy their desire for progress without changing employers. 1I Thus, 
to the extent that this is true, it suggests that internal promotion is 
a direct alternative to labour turnover, and that as such the two vari-
ables would have a direct inverse correllation. However, although there 
are works by such as SWANN (210) showing that a lack of promotion is a 
common reason for workers to leave their employment, there seems to be 
no direct evidence in the literature that any studies have actually 
measured and correllated the relationship. 
The ideas mentioned so far all suggest that the extent to which there 
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are opportunities for promotion will govern the level of wastage. How-
ever there are also theories in the literature which suggest that the 
relationship ~ould work the other way round, and that, in fact, labour 
turnover rates may control promotion. Firstly, for example, the process 
of career progression thr.ough an organisation will be thwarted without a 
certain level of turnover in the higher echelons of a firm. HUTT (211) 
considered this idea in his study of graduate mobility, and suggested 
that levels of unemployment which depress labour mobility, will create 
promotion blocks. Similarly ROllER (212) highlights the problems of 
inducing managers to move, both to advance their own career development, 
and to create openings, for the promotion of other potential managers. 
In addition, this idea of wastage rates controlling promotion channels 
forms the basis of the 'Renewal Model' of career progression as put forward 
by FORBES et. al. (213), (see Figure 2.2.3). They suggest that the 'pull' 
of staff through a firm is dependent on the rates of labour turnover. This 
supposes that a certain amount of staff wastage occurs at all levels of 
skill and occupation; and that such vacancies arising will pull in new 
staff either from the external labour market or by internal movement of 
workers. Thus the degree of internal mobility is governed, not only by 
the turnover rates, but also by the structure of the internal labour 
market and the rules governing it (DOERINGER and PIORE (214}). Internal 
mobility will clearly be greater when ports of entry from the external 
labour market are restricted, and will vary according to recruitment and 
selection procedures. 
On the other hand, an example of how the rules of the internal labour 
market can affect the progression of workers through a company is illus-
trated by the 'Markov Model' as put forward by FORBES et. al. (215}(see 
Figure 2.2.3). 
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Diagram 2.2.3 
RENEWAL MODEL 
MARKOV MODEL 
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The theory is based on industries and establishments with very set 
boundaries for career progression, such as in the Civil Service or 
Armed Forces .. Promotion to different levels is regulated, in many 
cases, by set allocations and quotas or by pre-determined time periods 
served in previous jobs 0\' occupations. Promotion thus becomes a Ipushl 
through the system at allocated times and intervals. 
Such a system seems to rely heavily on seniority as a criteria for pro-
motion. In this way, age, renumeration and length of service are brought 
into consideration. Promotion occurs only after set intervals in a job, 
and so similarly will increases in salary and in non-wage benefits. This 
would therefore tend to be a labour market situation best suited to workers 
with lower mobility and a tendency for careers in a particular area or 
company. The question of whether this sort of labour market will attract 
people orientated in this way or whether the job properties influence the 
workers orientations to work is discussed later. 
The idea of seniority as a criterion for promotion influencing the turn-
over of staff is also discussed by REYNOLDS (216) in his book on labour 
relations and labour economics. He suggests, though, that it is also 
linked with unionisation. Union membership, says REYNOLDS, is associated 
with better grievance procedures and a high adherence to accumulated 
seniority-based benefits such as promotion and the accompanying increases 
in status and salary. The effect appears to operate mainly by reducing 
turnover through strengthening an lIemployee ls inclination to better him-
self in his present job rather than quitting and trying elsewhere ll 
(REYNOLDS (217)). He goes on tb quote an econometric study by FREEMAN 
(218) which found a large and positive effect of unionism on workers job 
tenure. 
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Seniority in a job is clearly not the only criteria used to promote 
workers. DOERINGER and PIORE (219) studied promotion as a part of their 
work on internal labour markets .. They suggest that priorities for int-
ernal mobility will also depend on factors such as age, ability and 
frequency of work. The enphasis on ability is seen to vary the most 
widely, and suggests a much more arbitrary and 'management-controlled' 
decision. As suggested by WHITE (220) in his study of p~y and incent-
ives, such discretional decisions based on managemenfs judgement, may 
be a potential source of grievances and worker dissatisfaction. In 
this way, the choice of ability-based factors as criteria for internal 
mobility may similarly lead to increased levels of staff turnover. 
It can be seen that the internal mobility of employees is influenced by 
many factors. Technology, skill differentials and internal rigidity 
govern a workers' ability to move internally from one job to another; 
the internal market structure and governing rules represent managerial 
control, and the external market forces to some extent; and then the 
rates of wastage form another contributing factor to regulate the system. 
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2.2.10 JOB SATISFACTION 
Job satisfaction is clearly a major issue in the literature on labour 
. ' 
turnover, and it would be expected that labour turnover will decline as 
job satisfaction increases. Turnover would thus be seen as an expression 
of job-dissatisfaction. As MARCH and SIMON {221} suggest, the greater 
the individual's satisfaction with the job, the less the perceived desir-
ability of movement. Several other studies agree with this hypothesis 
{MOBLEY {222}; WILD {223} and PORTER and STEERS {224}}. 
On the other hand, TALAACHI {225} in a study of 93 industrial units, 
found no relationship between job satisfaction and labour turnover. A 
lack of such reJationship was also found by LYONS {226}. In addition, 
work by SHAMIR (227) gave a picture of hotel workers who have a low 
level of attachment to their jobs, yet profess to high intrinsic satis-
faction and job involvement. Along similar lines, GOLDTHORPE {228} 
described workers with low job satisfaction who were quite highly attached 
to their jobs. The conclusion he made was that "job satisfaction in terms 
of workers' experience of their immediate work tasks and roles cannot be 
associated in any direct was with job satisfaction in terms of workers' 
attachment to their present employment" {GOLDTHORPE (229}). 
So clearly the discrepancies reported in the relationship between labour 
turnover and job satisfaction imply a rather more complex association, 
which requires a greater understanding of the nature of job satisfaction. 
Job satisfaction has been described by BLUM (230) as lithe result of 
various attitudes possessed by an employee"; and likewise PORTER and 
STEERS {231} say it is the "sum of individual expectations on the job". 
The factors on which a person makes his evaluations are related to the 
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job and often fairly specific. They may include: wages, supervision, 
steadiness of employment, conditions of work, advancement opportunities, 
recognition of ability, autonomy and responsibility, fair evaluation of 
work, social relations on the job, prompt settlement of grievances, fair 
treatment py the employer and others. 
In addition, several writers have stressed that satisfaction at work may 
also be based on factors apparently external to the work environment, 
BLUM {232}; ROSS and ZANDER {233}. These include family relationships, 
social status, recreational outlets and even politics. ROSS and ZANDER 
) also suggest that a worker's propensity to stay in a job will depend on 
that job allowing him to gain satisfaction both from work itself and from 
outside work. 
Thus, having said earlier that there was considered no conclusive correl-
ation between labour turnover and job satisfaction, it can now be seen 
that satisfaction at work does contribute some impact on a decision to 
terminate employment. The ECONOMIST {234} published a survey of labour 
turnover and quoted 45% of men and 30% of women giving the reason for 
leaving their previous employmen"t as job dissatisfaction and a feeling 
that there was scope to achieve personal betterment elsewhere. HUTT (23S) 
in his study of graduate mobility also quoted the most important reason 
for leaving as disenchantment with the job, particularly with the actual 
nature of the work and the extent to which their skills were utilised. 
Other studies serve to throw additional light on the nature of job 
satisfaction by breaking down the constituent aspects of satisfaction 
and showing them as ranked for different levels of importance to workers. 
SWANN (236) records the resul{s of two surveys carried out by the 
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Guardian newspaper ranking 27 different attitudes to job satisfaction for 
different types of workers. High on the list were aspects such as 
personal fre~dom, respect of people you work with, learning something new 
and challenge. However, the actual rankings varied somewhat for workers 
in different industries and occupations. Similarly BLUM (237) ranked 
specific aspects of job satisfaction, and emphasised the point that the 
rankings were apt to be quite different for different classes or groups 
of workers. Top of his ranking lists were security and opportunity for 
advancement. 
The basic argument seems to be that people do not feel the same intensity 
towapds all aspects of a job. Job satisfaction should be viewed as a 
series of 'components', and workers will view each component separately. 
Some positively viewed, others negatively; some strongly felt, and others 
weakly. The decision to leave would therefore seem to spring from an 
adverse balance between the things a worker is satisfied with and the 
things he is dissatisfied with. These satisfactions will be based to a 
large extent on a worker's orientations to work, and the expectations 
for each work aspect. The higher a workers aspirations are in relation 
to reality the greater will be his job dissatisfaction and the higher 
his propensity to leave. HUTT (238) suggests that because of this 
"mobility generally does result in greater job satisfaction". The process 
of experiencing different jobs, firms and units will enable workers to 
form more realistic assessments of both their aspirations and abilities, 
and make a satisfactory 'job match' more probable (see BURKE (239)). 
Along similar lines, HYMAN (240) suggests that satisfactions among those 
workers who have 'instrumental' orientations to work might be expected 
to be higher. This follows the notion that 'instrumental' orientations 
revolve around factors which are easier to assess and find, such as 
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higher-paid employment or additional benefits like a company car. 
The ability to effectively assess the facets of a job in relation to the 
workers aspirations will also depend on what level they interact with 
the individual (PORTER and STEERS {241}}. For example pay and promotion 
policies are usually organisation-wide, whereas supervision and co-worker 
relations develop from the immediate work group and will probably be 
harder to assess. Yet other factors will stem from the nature of the 
work itself or even be creat~d and centred around the worker himself. 
Finally, several writers have suggested a link between job satisfaction 
and labour turnover which is influenced also by the state of the economy. 
(MARCH and SIMON {242}; SLITCHER (243); LYONS (244) and LAWLER (245)). 
This could explain why the relationship between turnover and satisfaction 
is not stronger. It is suggested that although job satisfaction does 
relate to turnover, the actual process of quitting is more influenced by 
the availability of other jobs and hence the 'perceived ease of movement ' . 
STEERS and PORTER (246) also point out that if the cost of quitting is 
high, such as in times of high unemployment, workers may re-evaluate 
their eXisting jobs before deciding to leave. This re-evaluation may in 
turn result in a change in the expectations of job satisfaction. 
One aspect of a job that does seem quite important in considering levels 
of satisfaction is supervisory relations. This area is in fact considered 
separately and expanded upon in the next section. It should, however, be 
borne in mind that dissatisfaction with supervisory and managerial prac-
tices may not influence labour turnover directly, but through overall job 
dissatisfaction. 
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2.2.11 SUPERVISION AND MANAGEMENT 
There are many studies ,which have pointed to poor supervisory style and 
employee-management relations as causes of labour turnover, (MAYO (247); 
. 
VROOM and DECI (248); KNIGHT (249); BOWEY (250)). Management and super-
vision appear to be important not only because of the effects their 
policies and procedures can have on people at work, but also such problems 
as friction within and between them can seriously affect the smooth run-
ning of an organisation. 
The report on staff turnover by the Hotel and Catering EDC (251) is one 
work that favoured the explanations of labour turnover as management 
failure to control stresses and strains on their employees. Yet despite 
this they found that most managers interviewed in the study ex~lained 
labour turnover in terms of factors beyond the control of managers. 
Clearly, though, management styles and supervisory practices are quite 
complex subjects involving a variety of diverse factors, all of which 
will interact in some way with employees. Each individual will react 
differently to different styles of management and there would seem to 
be no single formula which will act as a panacea for supervisory-related 
problems. 
Having said this, there are reported cases where companies have re-eval-
uated and changed their 'manpower practices and found an overall marked 
decrease in staff turnover. The work by MAYO (252) is quite well known 
and centred around an American textile mill with one department where 
turnover was abnormally high. The causes of a dramatic reduction in 
turnover during the 12 months of the study were not attributed to the 
mere introduction of rest periods for staff, but to a variety of factors 
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which showed employees some interest and involvement by management. For 
example, managers listened to workers' views and demonstrated interest by 
introducing e"xperimental chang'es. This involvement, which also stimulated 
communication among individual workers and groups, helped "change a hoarde 
. 
of 'solitaries' into a social group" which ultimately functioned better. 
Similarly, work by SPEIGHT (253) favours a "participative" style of man-
agement seeking involvement with staff at all levels as a method of inc-
reasing the performance and morale of workers. WILLIAMS (254) quoted a 
manufacturing firm experiencing problems of high turnover where, by 
creating an "employment department", they managed to reduce turnover by 
48% in less than one year. The "employment department' took over recruit-
ment, selection, grievances and contracts, etc, and introduced internal 
transfers, exit interviews, staff consultations, and bonus schemes. The 
main effect, suggests WILLIAMS (255) was to remove the duties of recruit-
ment and personnel matters away from the foremen so that they had more 
time to spend with the actual workers and could be on the shop floor at 
critical times. 
The actual relationship between management and workers does in fact seem 
to be central to maintaining a satisfied and contented work force. 
TOPLIS (256) highlights the frustrations often felt by workers at the 
periphery of a highly centralised organisation who feel remote from 
decisions made at higher levels and often seem ineffective members of 
the establishment. In complete contrast is a study by SALISBURY and 
SHEPSLE (257) which relates to very specific relationships between an 
employee and employer among American congressional workers. They suggest 
that staff who are hired by specific members of an organisation and work 
under their direction will soon come to accept a norm structure that 
emphasises a specific and personal loyalty to that member. They propose 
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that staff turnover can be kept within tolerable limits by developing 
and adhering to a norm of personal loyalty created in this way. How-
ever, this situation would not be acceptable to all staff. For some 
an ideological commitment may dominate, loyalty ties will be ineffective 
and turnover may follow. athers, whose commitment goes beyond personal 
loyalty are termed 'professional' and usually serve long term of employ-
ment, often outserving their specific employers. 
Problems of a different nature may well arise from such one-to-one 
relationships with employer and employee. One main area of dissatis-
faction with management seems to stem from feelings of inequitable 
treatment (BOWEY (258)). CASSAR (259) suggests there is a lot of favour-
itism, especially with supervisors who link management and staff. This 
works well to retain those staff who become 'favourites', but others who 
don't "toe" the arbitrary "line" may find the work environment becomes 
quite unbearable. Staff will leave, not only if the supervisors actively 
make the working environment unpleasant, but also because poor management-
employee relations develop fears linked to job insecurity. WHITE (260) 
suggests that the discretional and apparently arbitrary power of manage-
ment is one of the main sources of job dissatisfaction when related to 
leaving intention. 
Unsatisfactory worker relations with management can therefore lead to 
poor and unfair treatment of the workers, leading to dissatisfaction and 
resignatio~; or may merely cause resentment of managers leading to poor 
performance and possibly deliberate work 'sabotage'. SLITCHER {261} also 
suggests that bad work relations with management will accentuate all the 
disagreeable features of their jobs in the eyes of staff. This also 
hinders them from developing an interest and enthusiasm in the work which 
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minimises the effects of the disagreeable features of their jobs. 
So, not only is labour turnover influenced by management being impartial 
and fair, and developing good employee/employer relationships, it has 
also been suggested that the overall management style is also relevant. 
VROOM and DECI (26~ propose three distinct styles of management which 
have separate forces on work motivation. Firstly the 'participative' 
style mentioned earlier where an individual becomes involved with the 
job and because of increased responsibility and participation he becomes 
emotionally committed to the job and the success of his work. The 
'paternalistic' approach, in contrast, encourages job satisfaction and 
commitment through a series of 'extrinsic' rewards such as fringe benefits, 
pensions, high wage levels and predictable promotion channels. Finally, 
the approach of 'scientific' management assumes men can be induced to work 
well by the expectation of a direct gain or reward for the extra effort. 
However, there appears to be little or no empirical evidence to support 
the relationship of different. mapagement styles and labour turnover. 
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2.2.12 PAYMENT SYSTEMS 
It is to be expected that management's choice of payment systems, and 
the provision of incentives and bonuses would affect the rates of turn-
over. However, there does not geem to be a clear relationship between 
the two. Added complexities arise through the individual motivations of 
workers and the wide variety of incentives and payment systems. A 
review of the findings of past studies in this area seems to bear out 
this idea. On the one hand, there are studies showing evidence of bonuses 
or incentives working to reduce turnover. WHITE (263) studied payment 
systems in relation to'a number of variables, and found the clearest set 
of results in connection with labou~ turnover. The results showed some 
relationship between turnover and certain incentive and bonus schemes. 
Yet other schemes showed no change in rates of staff leaving. The schemes 
leading to a reduction in turnover were all group and plant-wide bonus 
systems which appear to foster a relatively stable view of rewards and may 
increase a workers' identification with other colleagues and with the . 
firms' objectives. Other work by CYMROT (264) and MELLOW (265) report 
empirical evidence of a link between the provision of specific capital and 
non-wage compensations, such as pensions, and a marked reduction in labour 
turnover. 
On the other hand, though, there are studies in various fields which 
suggest that the effect of such incentives is minimal. MAYO (266) for 
example, looked at factory workers in Philadelphia where turnover was 
exceptionally high in one department. He found no improvement in labour 
wastage after a number of different financial incentives had been imple-
mented. INGHAM (267) also believes that such use of incentives and 
bonuses will have little effect on turnover rates - proving more 
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constructive as a method of improving productivity. However, only 
KERR (268), in his study of the corre11ates of turnover, found that 
the highest rates of labour turnover were actually in departments which 
offered wage incentives. This he attributed to a "dislike on the part 
of less efficient employees for the competitive situation", and implied 
that wage incentives were in fact successful in maintaining productive 
efficiency in departments which "possess certain definite psychological 
handicaps". 
What does seem to emerge, therefore, is that certain systems are better 
suited to different situations and to different types of workers. The 
work by WHITE (269), just mentioned is one example of this. Another 
arises from work by JOHNSON (270) into pay and benefits for hotel and 
catering workers. He suggests that in an environment such as the hotel 
and catering industry, the inherent nature of the work and the large 
proportion of basically transient staff will not be geared towards long-
term benefits. Therefore such incentives and bonuses as pensions, long-
service awards, and long-term bonuses will have little, if any, effect 
on reducing turnover or in attracting staff. 
Further research, however, suggests that this may still be a rather 
simplistic and generalised view. As mentioned earlier, it is generally 
accepted that workers receive different kinds of rewards from their 
employment, depending on individual orientations to work. Some workers 
will be concerned primarily with 'intrinsic ' rewards, ensuing from the 
work itself; while others will be more concerned with 'extrinsic ' 
rewards. Therefore, it can be seen that payment incentives and diff-
erent pay systems may primarily be effective with workers whose main 
orientations to work are instrumental. However, as BOWEY (271) points 
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out, money and financial bonuses will encourage different responses in 
different workers. So, paying out extra money to groups of employees 
will end up cancelling out the. impact of one differential by another 
which may lead a worker in a different direction. Similarly in setting 
the levels of bonuses the satisfaction levels and motivation gained from 
money will vary from person to person. If the bonuses are too easily 
gained then workers will lose their sense of achievement; yet if incent-
ives are set too high the effect may wen be demoralising and possibly 
result in even higher turnov~r rates. Hence, identical bonuses given 
to two workers may have completely opposing results. 
Management's control over payment systems is clearly very wide. They 
can vary a system in three different dimensions. Firstly they can alter 
the degree of simpliCity, through basing it on a flat rate or by intro-
ducing a complex scheme with job evaluation, profit-sharing, and so on. 
Alternatively, management can vary the degree of rigidity; or finally 
they can control the extent to which the system is aimed at motivating 
on an individual basis, or more generally throughout the organisation. 
The extent of this managerial control may create another factor influ-
encing a worker~ decision to remain in his job. WHITE (272) investi~ 
gated various worker attitudes and found two levels of attitude to pay; 
in the background, overall pay satisfaction; and the foreground, a more 
concentrated problem with payment systems and changes in those systems. 
This latter is seen by workers to be within the immediate control of 
local management, who can then manipulate their earnings in an appar-
ently arbitrary manner. In this way, the feelings about the payment 
system become deta,-hed from general job satisfaction, and attach them-
selves to attitudes towards management and job security, bringing in 
additional factors to the relationship with turnover. 
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Management clearly have a problem when setting bonuses and deciding 
on payment systems. Not only are there the individual aspects of the 
employers to consider, but also aspects of the work. Many incentive 
systems are based on rewards for performance, and often difficulties 
arise in measuring performance. Similarly, as LAWLER (273) points out, 
in order for the incentive to be an effective reward for the workers 
effort, it has to be clear that the worker is in a position to control 
the criteria on which the pay systems are based. If not, then the 
emp10yees will clearly not be'at all motivated by the incentive schemes. 
A final point is made by CYMROT (274) in considering payment systems 
and labour turnover from the employers point of view. He suggests that 
the level of turnover costs will playa "key role in determining the 
level of benefits". When turnover costs are minimal, the provision, of 
incentives and benefits may not be worth the administration costs; and 
even if a firm wishes to reduce costly turnover, there may be simpler 
and less expensive methods. 
Overall, it would seem therefore, that payment systems can be considered 
a determinant of labour turnover. However, the relationship is far from 
simple, with an enormous range of potential variables intervening in the 
association, and therefore, payment systems would seem to play very 
little part in increasing the understanding of the labour turnover 
phenomenon. 
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2.2.13 GRIEVANCES 
Another aspect concerning management must be worker grievances. One 
would expect that when formal grievance procedures are used in an 
establishment, labour turno~er would be lower than when the system is 
rather ad hoc. This would tend to imply that not only are formal 
grievance procedures more effective in settling disputes, but also that 
they are 'perceived • by workers to be more fair and equable. The 
quicker and more efficiently a problem is resolved, the less disruptive 
it is to the workforce, and the more managable the problem will remain. 
This area, investigating how grievances might be related to labour turn-
over, is one which has received little attention and is sparsely covered 
in the literature. However, one study that does consider the problem is 
SLITCHER (275) in his work on the turnover of factory labour. He illus-
trates how he believes bad management and poor grievance procedures will 
lead to increasingly dissatisfied workers. In most establishments, when 
a worker has a complaint that is not satisfactorily settled by his immed-
iate supervisor, the formal procedure is a right of appeal up through 
the various levels of management. However, SLITCHER (276) suggests that, 
in general, management is "hostile to the reception of complaints" and 
will rather indiscriminately adopt a policy of 'backing up' the super-
visor rather than the worker. In addition, if a supervisor takes offense 
at a complaint, he is in a position to mistreat and discriminate against 
the worker. Under such circumstances, SLITCHER believes the only remedy 
for the workman is to resign. 
It would seem also that the lack of an effective grievance procedure 
extends beyond merely finding a remedy for a workers undesirable 
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situation. If a grievance cannot be heard, that grievance takes on 
greater importance with the employees, often out of proportion to its 
seriousness. As SLITCHER (277) says, the fact that they cannot secure 
action on the complaint becomes a second grievance in itself. In 
addition, grievances not settled become 'contagious' and spread. This 
idea is mentioned by both SLITCHER (278) and KERR and SIEGAL (279). 
The latter suggest this will, in fact, be greatest when the work force 
forms a relatively tight-knit community and is socially apart from the 
rest of the population. Such workers are most likely to share their 
grievances and take on the grievanoes of other workers, also. Effective 
grievance systems therefore become even more important to prevent wide-
spread worker dissatisfaction. The extent to which such dissatisfaction 
may lead to turnover is in fact discussed at an earlier stage. 
One final point in this area of grievances is put forward by SHOREY (280) 
in his study of turnover in various industries. He introduces the notion 
that size is also involved, and that effective grievance procedures are 
more likely to be found in larger firms. They are more likely to employ 
specialised personnel departments because of economies of scale in 
personnel management, and hence are more likely to establish systematic 
and carefully monitored disputes procedures. In addition, SHOREY suggests 
that the larger the firm, the greater the probability that a grievance can 
be settled by internal ,mobility rather than external, hence resulting in a 
lower turnover rate. 
Clearly this area of turnover in relation'to grievances is rather incon-
clusive, the ideas being unsubstantiated by empirical studies. However, 
taken in the light of other variables such as job satisfaction, the reso-
lution of gri~vances would seem to be a factor worth some consideration. 
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2.2.14 ABSENCE 
The relations~ip between absence and labour turnover seems to be a source 
, of conflicting views. One would expett, certainly, that there would be 
some form of relationship, ~s both are expressions of job dissatisfaction 
and both are seen as types of withdrawal from the work situation. 
However, reports on the form of the relationship vary widely. For example, 
HUBER (281) quotes studies reporting both positive and negative correl-
ations. Other studies by CLARKE (282) and ,CANNON (283) suggest that a 
high incidence of absenteeism could be a forerunner to increased turnover. 
This theory is support~d by CANNON's evidence where the level of absent-
eeism increased to twice the normal level in the year before an employee 
terminated his job. The most popular view, however, seems to be that 
turnover and absence exhibit a negative correllation, and that one is an 
alternative for the other. WILLIAMS (284), for example, found that depart-
ments with high labour turnover had low absence rates, and vice versa. 
Similarly TALAACHI (285) suggests that if a worker is dissatisfied at work 
he may find a minimum performance level which he can get away with that 
will involve taking increased absence from work. 
In addition, a review of the literature shows numerous situations quoted 
where labour turnover and absence vary independently with relation to a 
third, or more, variables. INGHAM (286) showed that while absence had a 
strong positive correlation to the size of establishment, labour turn-
over had none; and while absence showed a strong negative relationship to 
job satisfaction, labour turnover did not. Similarly, STEERS and PORTER 
(287) quoted a survey of twenty two studies into such correllates, and 
found that only six could prove significant relationhips between the inde-
pendent variables and both turnover and absenteeism. 
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In view of the apparently inconsistent results of previous studies, it 
could be fair to suggest that searching for a clear, direct correllation, 
is taking too narrow a frame. The relationship between labour turnover 
and absence can in fact be seen as more complex and involved. What is 
suggested, therefore, is trrdt turnover and absenteeism do both stem from 
similar sources of dissatisfaction at work. However, the decision taken 
between whether to quit or to go absent will depend on a variety of sit-
uational factors. 
MARCH and SIMON (289) seem to have been the first writers to suggest that 
under different circum~tances at work, the relationship between turnover 
and absence would vary. They put forward sets of conditions to explain 
the apparent contradictions in the argument. These centre around moti-
vational factors, management control, and economic industrial conditions. 
For example, they suggested that if a worke~s ability to leave a job 
were constrained in any way, such as by a tight labour market or govern-
ment intervention, then a negative relationship would exist where turn-
over and absence are seen as alternative expressions. The same would 
result if a firm imposes extreme penalties for absence. 
This notion has been expanded by WILLIAMS (290) in his idea of 'absent-
eeism tolerance' by management. He suggests that when management are 
faced with problems such as high staff turnover or recruitment diffi-
culties, they are more likely to afford greater tolerance to absenteeism 
in order to make the jobs more attractive to employees. He suggests, 
however, that other labour market forces will limit the extent to which 
absenteeism will fall in a tightening'€conomic situation. In this way, 
the differences between turnover and absenteeism may seem pertinent to 
particular departments or occupations because of different levels of 
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management control. 
In addition, there is some evidence to suggest that absenteeism and 
turnover may be affected by the type of job satisfaction which is gained 
from a job. INGHAM (291); for instance, found that workers with equal 
job-satisfaction overall had higher absenteeism in large firms than in 
smaller ones. He explained this in terms of the employee from the 
smaller firm feeling a greater degree of personal obligation to the 
company than his counterpart.in a large company, and so went absent less 
often. Employees in larger companies, he suggests, are mainly motivated 
by money. Similarly, .if a worke~s dissatisfaction is seen to stem from 
a source which could be temporary or relatively easy to rectify, the 
employee may be more motivated to alleviate the dissatisfaction through 
absenteeism rather than resignation. The firms procedures for settling 
grievances may also moderate between absenteeism and quitting. HYMAN 
{292} points out that if collective expressions of dissatisfaction are 
inhibited in some way, then unorganised, more individual responses will 
dominate. A similar notion could be applied here in that the more a 
grievance is restrained, the more extreme will be the form of withdrawal 
from work. 
Finally, potential rewards within the company, and financial commitments 
of workers may regulate absences and wastage. Absence offers a more 
spontaneous and easy decision, which is associated with fewer long-
lasting, negative consequences and costs than turnover could be related 
to the different motivations of individual workers. 
Clearly, there is evidence of complex inter-relat\ooships between 
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absence, labour turnover and a variety of important intrinsic and 
extrinsic factors. Whilst withdrawal from work may be expressed as 
voluntary separations, or as absenteeism, the actual' mode of behaviour 
adopted would seem to be moderated by the influence of additional 
factors. 
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2.2.15 PERSONAL CHARACTERISTICS 
A large number of studies have been concerned with the effects of 
personal characteristics on turnover levels, and, as one would expect, 
mobility rates are not uniform among all groups of workers. Certain 
characteristics of workers, and aspects of their status, seem to be 
related to the frequency with which they change their jobs and, in some 
cases, to the kinds of job shifts they make. However, establishing a 
relationship between behaviour and what affects it is often complicated 
because one aspect of behaviour can be affected by a variety of things 
all of which are inter~related. Similarly, although a relationship may 
appear between behaviour and one particular characteristic, the relation-
ship could in fact be dependent on a third variable. For example, 
PARNES (293) compared the mobility of white and Negro workers, to show 
a greater mobility among the latter. However, it is not known to what 
extent these racial differentials in mobility are due to greater volun-
tary movement by Negroes, or reflect differences in the occupational 
composition of the two labour forces. This problem appears recurringly 
in studies which try to relate Jabour turnover with certain personal 
characteristics. 
Of all the personal characteristics studied over the years, the most 
commonly cited factor associated with mobility appears to be age. It 
seems to be generally accepted that turnover will decline with the inc-
reasing age of employees. This relationship is cited in studies by 
PARNES (294), SILCOCK (295), EDWARDS (296), WILD (297), WILLIAMS (298), 
SHOREY (299) and CURRAN (300). The explanation of this relationship 
would seem to be complex and may also involve a number of reinforcing 
factors which are evaluated later. 
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Young workers are clearly the most transient and show several charact-
eristics which tend to encourage mobility. As SHOREY (301) points out, 
they possess fewer specific skills and are less sensitive to the costs 
of job search. Early years in the labour force are often characterised 
by 'job-shopping' through 'trial and error, to find more precise inform-
ation on the market opportunities available. Gradually this 'explor-
ation' process will decline as will mobility; and institutional and 
psychological factors will start to exert a greater influence. 
Furthermore, PARNES (302) points out that employers' hiring preferences 
make it increasingly difficult for older workers to find alternative 
jobs, and, as alternatives become limited, so the current employment 
assumes greater value. In addition, as age increases so workers start to 
attach greater priority to job security and to the benefits of seniority 
which would be lost in a move between employers. They acquire greater 
family responsibilities, and expenditure commitments start to stipulate 
a stable, continuous income. Established routine and an advanced degree 
of investment in skills and pensions will all add to the difficulty of 
finding suitable and profitable job moves. 
As can be seen, the priorities of older workers are those benefits which 
are usually obtained through long-service with a single employer. 
Because of this some studies have pointed out the difficulty of separ-
ating the effect of age on mobility, from the effect of length of service 
as the two are clearly related (PARNES (303), EDWA~DS (304), SILCOCK (305)). 
If would seem reasonable to conclude that age differentials in turnover 
reflect differentials in the seniority of the job, and therefore it is, to 
some extent, increasing length of service rather than age that reduces the 
workers propensity to move. However, as PARNES (306) points out, although 
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extended tenure in a job can explain the reluctance of an employee to 
leave his current work, "greater length of service is not an explanation 
of past immobility, but a description or measure of it". A worker is 
immobile for as long as he stays in a single job, but the moment he leaves 
he becomes mobile. The snorter his length of service in subsequent jobs, 
the more jobs he will have had, and the more 'mobile ' he becomes. This 
relationship does not actually involve age. 
Similarly, it has been suggested that age differentials in mobility 
could be the combined results of differentials in income and skill levels, 
which also tend to increase with age and seniority in a job. Most studies 
have done little more than recognise the problem of inter-correllated 
variables, and those that have attempted to isolate a single variable and 
its effect on turnover, have encountered difficulty in controlling all 
the relevant factors at once. However, both PARNES (307), SILCOCK (308) 
and EDWARDS (309) quote studies which help to draw the conclusion that 
the inverse relationship between age and mobility is to some extent ind-
ependent of the other characteristics of the workers. 
Many studies have compared mobility rates of men and wo~en, finding 
invariably that women appear more mobile than men. This relationship is 
supported in works by FURNESS (310), COOK (311), SILCOCK (312), EDWARDS 
(313), PRENTICE (314), and JOVANOVIC (315). However, one exception to 
this theory is put forward by MARCH and SIMON (316). They hypothesise 
that the "perceived availability of outside alternatives is a function 
of the sex of the participant"; male workers exhibiting higher turnover 
rates than female workers. PARNES (317), on the other hand, compared 
women who had been continuously in the labour force for a ten-year 
period with a similar group of men, and found no differences in the 
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degrees of mobility. 
There are several factors which would seem to make turnover higher for 
women than for men. Firstly, cognizance must be taken of the large 
. 
proportion of females who leave employment entirely at a young age for 
various domestic responsibilities. EDWARDS (318) suggests other reasons 
which may also exaggerate the female turnover rates. He quotes the "dis-
inclination (of women) to look upon a job as a permanent feature of (her) 
life; lack of interest in a career, and the greater proportion of women 
than men in unskilled occupations". On the other hand PETTMAN (319) 
suggests that in fact male turnover rates could be higher than female 
rates because of lithe constraint of sexual discrimination in the labour 
market against women employees in some occupations". Consequent of these 
various studies, MARCH and SIMONis (320) hypothesis relating to turnover 
to the sex of the employee, is not either fully substantiated or refuted; 
and there are clearlY other variables which have to be equated for the 
male and female sample in order for the relationship to become clear. 
Marital status, health, personality traits and education are additional 
factors whose relationship to labour turnover rates has been looked at.· 
The evidence linking them to turnover has, however, been equivocal and 
far from conclusive. Overall, there would seem to be a lot of truth in 
the remark by CURRAN (321) that "employee characteristics do not have a 
significant impact on inter-industry differentials in labour turnover". 
This is further supported by other studies quoted by BOWEY (322). 
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2.3 SUMMARY 
What emerges' from the literature is that labour turnover is clearly 
seen as a complex phenomeron involving a whole series of other variables. 
The relationship between turnover, and such variables is further compli-
cated by correllations and interactions between one such variable and 
another, to create a multitude of different conditions, to which indiv-
idual workers react. This also means that because of the interaction 
of variables linked to turnover, some of the relationships are, in fact, 
only spurious correllations, and not directly associated with the 
turnover phenomenon. 
However the determinants studied here do seem to fall roughly into two 
categories according to their relationship with labour turnover. 
Firstly, there are those factors that are seen to be correllational and 
non-causal; and secondly, those that actually cause or stimulate labour 
turnover. 
In the first group are factors which are found to have a relationship 
with labour turnover, but for which there seems to be no evidence to 
support a causal association in any direction. This includes: 
State of the economy 
Absenteeism 
Length of service 
Skill levels 
Wages 
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Personal characteristics 
The second gr.oup are generally i ntra-organi sati ona 1 stimul i i which 
may actually lead to voluntary separations. Included in this category 
are: 
Job satisfaction 
Nature of the work 
Payment systems 
Superv.ision and management 
Promotion 
Training 
Grievances 
Recruitment 
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3.0 METHODOLOGY 
3.1 INTRODUCTION 
It has been suggested that "research should offer new ways of appro-
aching problems which have not been sufficiently understood before" {I}. 
The research here intends to follow this recommendation, and, thus, aims 
to develop an understanding of the phenomenon rather than simply to 
measure it. The research carried out here is therefore both qualitative 
and quantitative in nature. 
Reviews of past research indicate that there would seem to be a need to 
investigate the relationship between labour turnover in the hotel industry 
and the internal structure and composition of hotels. Research of any 
form into labour turnover in hotels is somewhat limited, and searches of 
trade journals and the trade research register (2) have not revealed any 
studies which consider the internal labour market structures of hotels. 
In addition, although an overall picture of high rates of turnover in 
the industry has been quoted in the past, there is no available source 
of detailed, diagnostic information on which further analysis can be 
based. It has therefore been necessary to collect different kinds of data 
in order to develop an understanding of a phenomenon only the incidence of 
which is known. 
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3.1.1 THE AIMS OF THE RESEARCH 
This study seeks to examine labour turnover in the context of the hotel 
industry. The objectives.of the research are set out as follows: 
01 - To review the extent and findings of literature on the subject; 
02 - To form an overall picture of the level of labour turnover in 
hotels; 
03 - To ~ssess the extent to which labour turnover is considered a 
problem by management; 
04 - To establish a picture of the internal labour market structure 
of hotels through a study of the managerial practices and atti-
tudes in personnel-related areas. 
05 - To investigate further any conspicuous characteristics which 
emerge from the study of labour turnover, in so far as they can 
be represented by the overall data collected. 
In view of these objectives, initially two proposals have been developed, 
which make suppositions concerning the nature of the labour turnover 
phenomenon in hotels: 
Proposal 1: The hotel industry exhibits high rates of labour turnover. 
Proposal 2: Hotels have a weak internal labour market structure and are 
therefore obliged to accept the dominance of the external 
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labour market. 
These propos~ls are investigated in Sections 4.1 and 4.2 of this study. 
From there the study goes further to another- set of proposals derived 
from the initial findings. The final part of the results, Section 4.3, 
then examines this further series of hypotheses. 
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3.1.2 SCOPE OF THE STUDY 
For the purposes of the project, it is necessary to define the scope 
and limitations impose9. 
Firstly, it was decided to limit the study to hotels, and to exclude 
other sectors of the hotel and catering industry. This decision was 
taken because it was felt that there are clear differences in the func-
tion, nature and conditions of the different sectors of the industry, 
which would necessitate almost independent investigations into staff 
turnover. Therefore, in order to help keep the project within manageable 
limits, it was decided to concentrate on one sector only. Hotels were 
chosen because they exhibit higher rates of labour turnover than other 
catering establishments (3) and it was felt that the investigation would 
yield a deeper understanding of the labour turnover phenomenon if con-
ducted in that sector where its incidence is greatest. 
The definition of 'hotels' used in this work has been given in Section 
1.2.1, and it can be seen from this that unlicensed hotels have been 
excluded from the investigation. This was decided because such hotels 
comprise very small units such as guest houses and bed-and-breakfast 
establishments, where a high percentage of the workforce is based upon 
family labour. Because many such workers are not strictly 'employees', 
they are not directly relevant to a study of staff turnover, and might 
therefore have a distorting effect on the overall results. 
It was also considered necessary to impose geographical restrictions on 
the project. Stage I covered the hotel industry throughout England, 
Scotland and Wales, becJ(~se a postal questionnaire facilitates access to 
a wide spread of establishments. For Stage II, however, limitations of 
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cost and time began to impinge. It was anticipated that travel to 
interview hotel managers and personnel managers over a wide geographical 
area would have made it difficult to achieve an adequate number of inter-
views. It was therefore decided to concentrate the interviews mainly in 
London, with a few in the surroundi ng co Ullites . Thi s gave an adequate 
smaple of hotels with a constant locational variable, and the the addit-
ional hotel interviews could act as a degree of control. This was 
intended to highlight any major differences encountered between the London· 
hotels and the remainder. However, it should be noted at this point that 
in terms of the data collected, both verbal and numerical, the two samples 
exhibited no significant differences. 
- 175 -
3.2 STAGE I METHODOLOGICAL PROCEDURE 
Stage I comp'rised the formulation and mailing of a postal questionnaire 
to a national sample of randomly selected hotels in order to obtain an 
overall picture of the extent of labour turnover in Great Britain, and 
the extent to which management consider it to be a problem. This relates 
to objectives 02 and 03 of the project. 
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3.2.1 THE MAIL QUESTIONNAIRE 
Although postal questionnaires. do have limitations, particularly in 
the form of a low response rate which may distort the sample, for the 
research here there were various advantages which were seen to outweigh 
this. The main advantage is that it became possible to survey a wider 
geographical area and a wider sample of the population within the given 
financial resources, than with any other method. This helped to achieve 
as representative a sample as possible. 
In addition, the questions in a postal questionnaire are highly standard-
ised to facilitate the analysis of large quantities of data, such as was 
sought in Stage I. This standardisation was also appropriate as the 
survey was to be repeated on an annual basis to monitor changes over a 
three year period of study. 
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3.2.2 QUESTIONNAIRE DESIGN 
The design of the questionnaire is clearly a critical factor in obtaining 
the response and replies required for Stage I. As MOSER (4) said, "no 
survey can be better than its questionnaire". In other words, weaknesses 
in the design and wording of questions will lead to poor results. With a 
questionnaire it is of particular importance that questions are well 
written, clear and unambiguous as it is a document which must be understood 
by the recipient unaided by the person see~ing the information. In add-
ition it has to be of a length and format that will gain a favourable recep-
tion with the recipient: not too long and not too complicated. In this way 
the questions had to be carefully worded, and their inclusion strictly 
justified in terms of the aims of the survey. 
In addition, the design of the questionnaire had to include some provision 
for the analysis of replies. Clearly, one of the main advantages of a 
postal survey is the wide range of potential respondents it can reach for 
a limited cost. However, the benefits of the postal survey are lost if 
there is no efficient method of data analysis, which can process the inform-
ation to a useful format. It was necessary, therefore, to build in to the 
questions, as far as possible, some element of design which will aid the 
analysis. 
3.2.2.1 Information required 
The first step was clearly to define the information required, and the 
areas into which the questionnaires should probe. In this case, there 
were four main points to cover: 
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i) Initial information concerning the type of establishment, and the 
size and nature of the workforce. (Some details of the hotels -
location, price, size - were already collected through the ongoing 
Rates of Pay Surv~y.). 
ii) Details of labour turnover rates, the survival of employees within 
the organisations, and their reasons for leaving. 
iii) Information to establish' an idea of managerial attitudes to labour 
turnover and the extent of attention paid to it. 
iv) Questions to isolate those hotels which were prepared to give further 
help for Stage II of the study. 
3.2.2.2 Question design 
From this outline of the information sought, the actual formulation of 
the questions could proceed. It was decided to use closely structured 
questions designed to elicit fairly precise answers within a limited 
range of possibilities. This not only proves less time consuming for 
respondents, but also facilitates the analysis of large quantities of 
data. 
The questions then fell into two categories - precoded and open. In 
the former, the respondent was given a limited number of answers from 
which to choose. This indicated'to the respondent the question's frame 
of reference, and the degree of precision required in the answer. How-
ever, care had to be taken in listing alternatives to ensure the answers 
given covered all possible replies and were mutually exclusive. 
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Approximately half the labour turnover questions were pre-coded. 
Open question~ were used in situations where numerical answers were 
required and there was no need for pre-coding. With these questions, 
however, cross-checking techniques were implemented to ensure the validity 
of answers. These were of a numerical form to be built into the analysis. 
For example, question number 1 asked for the total numbers of staff in an 
establishment. Question 8 then asked for the length of service of all 
employees - the sum of which should corroborate the answer to question 1 
(See APPENDIX 1 for a copy of the questionnaire). 
3.2.2.3 Piloting 
A pilot survey is used in order to validate the questionnaire style and 
clarity and to check it will produce the kinds of data required. 
In order to test the questionnaire, copies were sent to 20 local hotels, 
and to members of the Department of Hotel, Catering and Tourism Management 
at the University of Surrey. All were asked to com~ete it as normal but 
to add additional comments if they felt questions were unclear, ambiguous 
or generally difficult to answer. The replies from this sample provided 
some useful comments, both on the content and design of the questionnaire. 
Appropriate alterations were made and the questionnaire was produced in 
its final form (See APPENDIX 1). 
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3.2.3 THE SAMPLING PROCEDURE 
This section sets out the procedures by which a manageable sample was 
selected for study from the total population of British hotels. The 
aim of sampling is to select a part of the total population that may 
be assumed to accurately represent the total, insofar as all units of 
the total population have a known and equal chance of selection. Hence, 
the problem in sampling is to avoid bias, which can occur either through 
errors in the selection processes, or through chance differences between 
the members included in the sample and those that are not. It is worth 
noting that it is often, not possible to obtain a complete absence of 
bias; in some cases it may even not be necessary. 
In this study, two quite different approaches were made to the sample 
design for Stage I and Stage II. Whereas the Stage II sample was governed 
largely by the information needed, Stage I sought, as far as possible, to 
maintain a process of random sampling. 
3.2.3.1 Sample design 
It was decided to use the existing Rates of Pay annual survey (5) as a 
basis for the labour turnover mailing. This survey was started in 1981 
and had been in operation for two years, collecting rates of pay from 
four sectors of the hotel and catering industry. For the purposes of the 
present study only ~le hotel sector was relevant, and it was decided to 
combine the existing hotel rates of pay questionnaire with a new section 
of questions crncerning labour turnover. This served two purposes. 
Firstly, it :ninimises the cost of the mailing survey; and secondly it 
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was hoped that this would increase the response rate by using hotels 
with which there was already an established level of co-operation and 
support. 
Unfortunately, over the past two years the original rates of pay sample 
had 'decayed ' due to a level of 'drop out l , and it was felt necessary to 
introduce a new sample to supplement the mailing list. This was achieved 
using the same techniques and processes as used by TAYLOR (6) in creating 
the original sample. This sampling proced~re is outlined in the following 
paragraphs. 
3.2.3.2 Sampling Method 
The design that was used to select the sample was stratified random 
sampling. Stratification is a means of using knowledge of the population 
to increase the representativeness and precision of the sample. This 
method entailed obtaining a sample frame which gave information on the 
size of the population of the sector and also divided the population 
according to certain relevant parameters which in this case were the 
geographical region, the location and the size of each unit. These para-
meters then became the basis on which the stratification of the sample 
was developed. The names and addresses of units were then randomly 
selected from an appropriate list which also had to contain information 
concerning the different parameters such assize and location. 
It was decided to aim for a sample size of 150 units. However, to allow 
for a low response rate to the mail questionnaire, this meant a total of 
450 units had to be selected. The sample size of 150 was governed very 
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much by cost and time restraints, whilst affording adequate numbers for 
anticipated sub-samples. 
3.2.3.3 Sampling frame 
The most accurate and detailed source of information.on the distribution 
of hotels in Great Britain is a Hotel and Catering EDC report, IHotel 
Prospects to 1985 1 (7). It gives information on British hotels by region, 
location, and price level. This was used as a guideline to stratify the 
sample, but was not strictly adhered to in order to prevent the sub-
samples falling too small. The final stratification of the sample is 
given in Figure 3.1.1. 
Figure 3.1.1 Stratification of the Hotel Sample. 
Locations England Scotland Wales Total 
Seaside 30 l5 15 60 
Rural 10 15 15 40 
Large Towns 10 10 10 30 
London 20 
, c 
Total 70 40 40 150 
With the size factor it was decided to aim for fifty units of each 
size. As four hundred and fifty hotels were initially mailed, this 
meant that one hundred and fifty small, medium and large hotels would 
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be mailed; each one hundred and fifty having the stratification out-
lined above. 
As the Department of Employment noted in the study of hotels (8); no 
official register of British hotels exists. Therefore, in the absence of 
any national listing of hotels, tourist guide books seemed the most appro-
priate sampling frame to use for selecting hotels. This obviously intro-
duced an element of bias into the sampling procedure, as only those hotels· 
wishing to register with the. tourist organisations would be included. 
However, they were considered to be the only feasible and reasonably com-
prehensive listing, and in addition they contained information on the 
region, size and location of each hotel. English hotel addresses were 
selected from an English Tourist Board publication, 'Where to Stay, 1983 1 
(9), and the Scottish and Welsh hotel addresses were selected from an 
Automobile Association publication, 'Hotels and Restaurants in Britain, 
1983 1 (10). 
3.2.3.4 Selection Procedure 
The addresses of the hotels were selected randomly from the tourist 
guide books, by means of a sampling fraction. As there were seventy 
hotels in the sample for England, two hundred and ten addresses were 
required for mailing (70 x 3). There were seven thousand four hundred 
and thirty four hotels listed in the ETB book, therefore one in every 
thi rty fi ve addresses was requi red; (7,434/210:;: 35). The procedure 
began with the selection of a random number from a set of random number 
tables, and provided this number was below thirty five, it indicated the 
first address in the book to be selected. From this point every thirty-
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fifth address was selected and noted down. This procedure continued 
until two hundred and ten addresses for England had been selected. 
When the situation arose that a-selected hotel fell into a category that 
was already complete, fQr example if sufficient addresses may have been 
selected for the large town location, and the next address arrived at 
was situaterl in a large town, then this address was ignored and the 
following thirty fifth address noted. 
This procedure was repeated ftir one hundred and twenty (40 x 3) Scottish 
and Welsh hotels from the AA book. This publication contained four 
thousand, six hundred and thirty one addresses of hotels, and as two 
hundred and forty were required, every nineteenth address was selected; 
(4631/240= 19). 
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3.2.4 THE MAILING PROCEDURE 
In all, 425 questionnaires were to be sent out, with a covering letter 
and return envelope, annually for three years. Because of this volume 
. 
of letters and questionnaires, it was decided to use a micro computer 
1 
with data and work-processing software packages, to increase the effic-
iency of the mailing process. A 'datastar' package was used as a data 
entry system for the hotel addresses and managers' names. A 'wordstar' 
package was then used to merge print these. names and addresses with a 
covering letter and mailing label format. 
This system had several distinct advantages. Firstly the mailing list 
could be easily updated and edited where necessary at any time. It also 
enabled 'personalised' letters to be sent, containing the name and address 
of the appropriate establishment. And finally, it meant that the addresses 
only had to be typed once, yet could be used time and again for the letters 
labels or mailing lists. This meant that although the process took consid-
erable time to set up the initial mailshot, in the long run time and effort 
saved would be considerable. 
Every hotel selected for the s~mple was contacted by mail in this way. 
Finally, it shouJd also be pointed out that in order to maximise the 
return of the questionnaires, and alleviate the problem of non-response, 
the following steps were taken: 
1. A stamped self-addressed envelope was enclosed; 
2. A cover letter was sent, stressing the importance of the research 
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and asking for co-operation; 
3. A follow~up, in the form of a reminder letter was sent to those 
not answering within three weeks of the first mailing. 
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3.3 STAGE II METHODOLOGICAL PROCEDURE 
Stage II sought to fulfil objective 04, by collecting from the hotels 
detailed information of the managerial practices and policies in personnel 
related areas. This in turn would build up a portrait of the extent to 
which a structured internal labour market had been developed. In seeking 
to achieve this, direct contact was established with a small sample of 
hotels. This enabled more detailed, in-depth, diagnostic information to 
be obtained from a series of personal intetviews, and from the staff 
records of those establishments. 
This section discusses the techniques and procedures used to elicit the 
required information. 
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3.3.1. INTERVIEWING 
Structured, f?ce-to-face interviews were chosen for collecting information 
in the second stage of the investigation; that of gaining information 
about how the character and nature of the hotels might influence the rates 
of labour turnover. It was felt that this would complement the more quan-
titative nature of the postal survey used in Stage I. As MOSER (11) says, 
"It may be noted that some of the disadvantages of the mail questionnaire· 
can be overcome by combining it with interviewing". This explicitly recog-
nises that questionnaires are fairly limited in their capacity to produce 
more than a superficial survey of a phenomenon. On the other hand, by 
using interviews, it is possible to delve more deeply and elicit much 
additional information. The use of standardised questions and pre-prepared 
'probes' lends a degree of control to what could potentially be a rather 
haphazard form of data collection. Detailed probing ensures that the 
required information is obtained from respondents, even if initial answers 
are vague or 'off course'. 
There are further advantages of the face-to-face, depth interview. It has 
a very high response rate; it is suited to more complex questions than a 
postal survey; it enables each factor to be considered independently as 
the respondant cannot 'see' the other questions before answering; and it 
establishes a rapport between the interviewer and the respondent, which 
will maintain the latter's interest and participation in the research. 
This final factor was then used to elicit further co-operation to obtain 
detailed employee-related data for use in the final stage of the research 
project. 
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3.3.2 INTERVIEW DESIGN 
The use of interviewing in social investigation can take several forms, 
from the very informal, based around a series of key points, to the very 
formal, where set questions are asked and the answers recorded in a stan-
dardised form. It was decided that for Stage II of the project an approach 
would be made some where between the two extremes of formality, with an 
informal ~structured' interview. It was intended to pose the same, stan-
dard questions to each interviewee, and yet allow them some freedom as to 
how they answer .. In this way it was hoped to maintain a degree of stan-
dardisation which would allow comparisons to be made from one hotel to 
another, and still obtain a free flow of i,nformation from the respondent. 
On the other hand, a structured interview situation also gave the inter-
viewer greater control to assess the adequacy of the responses, and, where 
necessary, pose further for greater detail or for a different angle. Such 
informality in the interview situation enables the interviewer to 'dig 
deeper' and get a 'richer understanding ' of the subject. 
Clearly, in an interview situation, a great deal depends upon the skill of 
the interviewer. However, the design of the questions still needs careful 
consideration and planning. 
3.3.2.1 Information required 
The information sought from the Stage II interviews fell into three main 
topics. Firstly, and most importantly, the focus was upon the hotel 
staff selection, recruitment, training and promotion; employment of 
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casual workers and overtime; staff benefits and conditions; payment 
systems; and grievances. The second area concerned the extent to which 
the hotels collect information ~bout labour turnover, and how such 
information is used. 
Finally, changes which had taken place in the hotels over the past few 
years were investigated: changes which might. affect the levels of employ-
ment, of labour turnover, and of staff to r.oom ratios. This latter area 
of interest was investigated, as a control ,in case earlier questions, or 
the data collected from the hotels, should show any abnormal results. 
Once this outline of topics to be investigated had been defined, it 
became relatively straightforward to fill in the framework with actual 
questions. Notes were also made of ' all the aspects which it was hoped 
the answers would cover, and this served as prompts for the interviewer. 
For example, taking question 3,which asks, "How many casual staff do 
you employ? What is the average number you employ per week?" Addit-
ional prompts were added as a reminder to probe, if necessary, into which 
jobs casual staff were employed in; whether they were taken on at part-
icular times of year; and whether they were just emergency staff, or 
employed from a regular pool of' known workers. 
3.3.2.2 Piloting 
The final stage in the preparation of the interviews was to do a pilot 
test. Contacts with people in the industry were used to select four 
hotels - two in London, and two in South East England - which were 
prepared to do a run-through of the interviews. This was carried out 
when the interview structure and design was as far completed as possible 
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and aimed to see whether, in practice, any problems arise with the 
interviews, and whether the replies given adequately answer all aspects 
required. 
The questions for the structured interviews were then revised on the 
basis of discussion arising from the pilot survey. A copy of the final 
interview structure and prompts is given in Appendix 2. 
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3.3.3 SAMPLE DESIGN 
The aim of St~ge II was to get the co-operation of fifteen to twenty 
hotels to make a detailed. study of the extent of labour turnover, along 
with the nature and structure of the organisation and how it operates. 
The requirement was therefore not for a sample which was statistically 
representative of th~ hotel industry, but one which would yield rich 
diagnostic data. Thus the sample became governed to a much greater 
extent by the availability of the information requir.ed, rather than by 
any criteria of random sampling. 
The selection of the Stage II sample was therefore based on the following 
criteria: 
i. Those hotels which were willing to spare the time and to co-operate; 
ii. Those hotels which actually had the information required; 
iii. Those hotels which were within a reasonably accessible distance. 
The method used essentially involved a process of elimination, starting 
with the sample produced for Stage I (see Section 3.2.3). This was 
reduced by adding an additional question the the Stage I questionnaire 
to establish those hotels which would be prepared to offer more detajled 
infonmation on labour turnover. (A sample questionnaire is shown in 
Appendix 1~) Taking those who replied in the affirmative produced a list 
of 43 hotels throughout the country who satisfied the first condition for 
the Stage II sample. 
The second part of the sampling process served to then eliminate those 
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of the 43 hotels which did not collect sufficiently detDlled records 
on labour turnover for the requirements of the study. It was decided 
that the availability of the following staff records would constitute 
the minimum information w~ich would be required: 
i. Up-to date records on staff in current employment, with details 
such as length of service, age, sex, mar~tal status. 
ii. Records of staff who have left within the past 12 months (minimum), 
preferably with staff personal details, reasons for leaving and 
length of service~ 
Approaches were made to the hotels by telephone to establish the avail-
ability of this information. 
Finally, of the remaining hotels which met the first two selection 
criteria, 12 were selected for geographical reasons. The boundaries 
set were restricted by distance and financial limitations, and excluded 
all areas with the exceptions of London and South East England. Clearly 
this introduces a marked bias to the sample. However, as has been 
explained already (see Section 3.1.2) there are justifications for using 
only hotels in London and South East England; and in apy case, with such 
a small sample, it cannot hope to be at all representative. A brief 
description of the hotels forming the sample of Stage II can be found in 
Appendix 3. 
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3.3.4 THE INTERVIEWS 
The interviews were carried out with whoever was responsible in each 
hotel for personnel related matters. This proved to be either a spec-
ialised personnel manager or the general manager of the hotel. The 
interviews lasted approximately 1-1~ hours, depending on the extent to 
which the interviewee was forthcoming. 
3.3.4.1 Recording interview data 
Clearly the results of descriptive, non-quantified interviews, such as 
in Stage II do not easily lend themselves to statistical analysis, and 
so have to be used quite differently from that obtained in formal surveys. 
The point of the informal approach is to obtain a more complete picture 
of practices and attitudes, and if this gain is not to be sacrificed, the 
analysis must retain a fair amount of detail. 
With this in mind, it was decided to record the interview information on 
a tape recorder. Not only would this make a permanent detailed record 
of the interview which could be referred to at any time, but it also left 
the interviewer free to concentrate on maintaining the flow of discussion. 
Transcripts of each interview were typed up at a later stage, and a copy 
of one such transcript is given in Appendix 4. 
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3.3.5 DATA FORMS 
Having established a degree of rapport and co-operation with the Stage 
II sample of hotels in order to carry out the in-depth interviews, these 
same hotels were used to gain additional numerical data which might be 
useful in fulfillment of objective 05. 
The aim was to obtain a de14ued profile of both the current employees 
of each hotel, and of those staff who had left the organisations within 
a one year period. It would then be possible to compare the character-
istics of hotel employees with the characteristics of leavers in order 
to highlight similarities and differences. In addition it was hoped to 
formulate a series of hypotheses arising from our knowledge of the 
subject - knowledge of the hotel industry, of labour turnover, of past 
empirical studies, and knowledge arising from the present study. The 
hotel data collected could then be analysed with respect to these hypo-
theses, to show to what extent this study can confirm or refute such 
suppositions. 
Every hotel in the Stage II sample was asked to complete two forms - one 
for current employees and one for leavers. The forms asked for data 
which it was hoped WOQld be available from staff records, and from records 
of those staff who had left the organisation with~the past 12 months. 
They covered details of occupation, age, gender, marital status, full-
time or part-time, length of service, live-in/ live out, trade union 
membership, qualifications and reasons for leaving. (Examples of the two 
forms are given in Appendices 5 and 6.) 
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Unfortunately, in practice, the information was not totally forthcoming. 
Despite numerous promises, only nine out of the fifteen Stage II hotel 
sample returned the forms, and even then there were distinct gaps in the 
data. It would seem, frow having talked to the hotel managers that 
questions were asked on information that often hotels do not keep.or do 
not keep in a readily available form. There would seem to be no standard 
procedure for maintaining staff records in hotels - some keep some data, 
others keep different information. 
The problem therefore became to make the most of what data had been made 
available and by eliminating certain breakdowns of staff, nine sets of 
virtually complete data were obtained. 
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4.0 RESULTS 
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4.1 STAGE I - POSTAL SURVEY RESULTS 
4.1.1 INTRODUCTION 
Stage I set out to give an overall picture of the extent of labour 
turnover in British hotels, along with an attempt to evaluate the 
attitude of hoteliers to the 'problem'. This part of the study was 
carried out on an annual basis to monitor any changes over the period 
of study. 
The information sought from Stage I falls into four main areas, as 
follows: 
i) General information concerning the overall workforce in hotels; 
ii) General information regarding the hotels themselves; 
iii) Indicators of the extent to which hotels collect and use inform-
ation on labour turnover within their establishments; and 
iv) Direct data on labour turnover in the hotels. 
The analysis of the data collected in Stage I of this project was carried 
out with the aid of a simple computer package, 'Minitab', suitable for 
statistical manipulation. 
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4.1.1.1 The Analysis Sample 
The results are based on replies to a postal questionnaire sent to a 
total of 425 establishments annually over a 3 year period (see section 
3.6). Figure 4.1.1 shows the response rate for the survey; and Figure 
4.1.2 illustrates the characteristics of hotels within the sample 
analysed. 
Figure 4.1.1 R~sponse rate for th~ survey~ 
Questionnaires Replies Number of Staff 
sent received represented 
January 1984 425 88 4,798 
January 1985 425 78 3,863 
January 1986 425 99 5,021 
Figure 4.1.2 Characteristics of hotels within the sample. 
Mean Minimum Maximum 
1984 1985 1984 1985 1984 1985 
Number of Rooms 51 44 5 11 980 826 
Av. Single Room £24 £29.5 £4.5 £8 £98 £103 Rate 
Staff:Room Ratio 0.9 0.6 0.09 0.06 3.5 2.25 
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This latter table shows great variation in the hotels analysed - in 
price range, size, and the level of service afforded by the staff. It 
also indicate~ a fair amount of consistency in the sample over the years 
of study. 
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4.1.2 FINDINGS 
4.1.2.1 The Hotel Workforce. 
The data collected about the hotel workforce was limited "(for reasons 
explained earlier in section 3.6). However, it does highlight several 
interesting facts which are pertinent to this study of labour turnover. 
Firstly, that the majority of staff in this sample of hotels are full-
time employees, working more than 35 hours per week (see Figure 4.1.3). 
In 1983 only about 6 per cent of males, and 20 per cent of females were 
part-timers, representing 13 per cent of the total workforce. In sub-
sequent years, the proportion of part-time workers rose to represent 
about 18 per cent of the total workforce, due to a slight increase in 
both male and female workers having part-time employment. This is in 
contrast to the national figures produced by the HeITB (1) which show 20 
per cent of males and 51 per cent of females in the hotel industry being 
in part time employment. 
Figure 4.1.3 also illustrates the second point of note: that the overall 
numbers of people employed in the sample of hotels remained fairly 
constant throughout the year. The seasonal increase during the summer 
months represented only 2 per cent of the workforce in 1984, 4 per cent in 
1985 and 3 per cent in 1986. The supposedly seasonal demand for hotel 
services would therefore appear to contribute little, here, to the 
phenomenon of labour turnover. 
Finally Figure 4.1.3 shows that the overall proportion of males to 
females in the hotel sample is approximately equal. Again, this does 
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not conform to other studies (2) which report a majority of women working 
in the hotel industry. 
Figure 4.1.3 Breakdown of the hotel sample workforce. 
Full-Time Part-Time Full-Time Part-Time TOTAL 
Male Male Female Female Number Of 
% % % % Staff 
JAN 83 46.6 2.9 41.0 9.5 6707 
JULY 83 45.2 3.0 41.2 10.6 7140 
JAN 84 45.7 3.1 40.3 10.9 7170 
JAN 84 45.8 3.1 36.4 14.7 4525 
JULY 84 44.3 3.4 37.9 14.4 4948 
JAN 85 45.6 3.6 36.5 14.3 4751 
JAN 85 42.1 4.6 39.9 13.4 7374 
JULY 85 42.8 3.9 41.0 12.3 8109 
JAN 86 43.2 4.4 40.5 11.9 8055 
What is being presented here, clearly shows a discrepancy between the 
findings of this survey, and the 'accepted ' national figures. It is 
necessary, therefore, to confront the possibility that the eventual or 
effective sample (i.e. responses) here is biased, with a tendency for 
responders to be hotels which operate more formal, structured employ-
ment policies, whilst those who did not respond tended to be operated 
in an lad hoc ' manner with 'flexible ' employment (i.e. part-timers, 
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females and seasonal workers). It would seem quite plausible to suggest 
that this latter group of non-respondent hotels was both less able to 
respond to the survey, because they did not have the information readily 
available, and less inclined to do so out of a lack of bureaucratic 
concern for employment statistics, or even, indeed, because of guilt. 
In presenting these figures, which do suggest an inherent bias of the 
sample, it becomes necessary to outline the attendant implications for 
the results. It would seem that the discovered levels of turnover are 
likely to be underestimates of the overall picture. Similarly, if, as is 
suggested, the respondent hotels offer the more formal, structured 
employment policies, the causes of turnover in this survey will over-
emphasise the 'pull' factors of leaving, rather than the 'push' factors. 
In other words staff turnover in these hotels is likely to be instigated 
more predominently by a 'pull' on staff arising from favourable conditions 
in the external labour market, than from a 'push' created by unfavourable 
internal labour market conditions. The overall picture .. here , \'lill, 
in fact, show a shift in this balance. It is therefore with this bias in 
mind that the remaining data, and its interpretations, should be viewed. 
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4.1.2.2 Labour Turnover As A Problem? 
One of the questions posed to hoteliers by the questionnaire concerned 
the e~tent to which they consider labour turnover to be a problem to 
the industry as a whole. The results of this question are shown in 
Figure 4.1. 4. 
Figure 4.1.4 Extent to which the hotel industry considers labour 
turnover to be a problem. 
Is labour turnover a 
% of Hotel Sample 
problem which needs 
1984 1985 1986 
attention? 
High Priority 38% 29% 20% 
Medium Priority 42% 52% 55% 
Low Pri od ty 8% 9% 10% 
Not a Problem 12% 10% 15% 
100% 100% 100% 
Approximately 80 per cent of all hotels in the sample suggested that 
labour turnover is a problem of medium to high priorityto the industry 
as a whole: while just over 10 per cent regarded it as no problem at 
all. However, it appears that labour turnover has in fact diminished 
in importance over the three years studied. This does not in fact 
reflect a fall in labour turnover rates, because these rose signif-
icantly from 1984 to 1985, and fell slightly from 1985 to 1986 (see 
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Figure 4.1.5}. 
Figure 4.1.5 Labour tu~nover rates for the hotel industry. 
1984 1985 1986 
Labour 59% 84% 78% 
Turnover Rate 
What is probably more significant to note, however, is that there 
seems to be no correllation between the priority which hotels attach 
to labour turnover as a problem and the actual rates of turnover 
experienced by those establishments (see Figure 4.1.6). 
Figure 4.1.6 Labour turnover rates in relation to the priority of 
the phenomenon. 
Is labour turnover a problem Average rates of labour turnover 
requiring attention? 1984 1985 
High priority problem 0.76% 0.82% 
Medium priority problem 0.49% 1.01 % 
Low priority problem 0.25% 0.64% 
Not a problem 0.53% 1.19% 
The questionnaire also investigated the extent to which hotels in 
Britain collect information on labour turnover within their estab-
lishments (see Figure 4.1.7). 
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Figure 4.1.7 Extent of labour turnover information collected. 
Labour turnover information % of hotels collecting info. 
collected 1984 1985 1986 
Reasons for staff leaving 73.3% 76.0% 70.0% 
Percentage ra te of labour 
turnover 31.8% 30.7% 31.3% 
Percenta ge ra te of labour 
turnover by occupation 27.3% 29.3% 20.2% 
These are indications of a lesser interest being taken in the problem 
of staff turnover related information than at the start of the study. 
This does tend to link in with the earlier findings where hoteliers 
have apparently reduced the priority with which they see the 'problem' 
of turnover. 
Finally, it should be noted that although a large proportion of the 
hotels claim to make some effort to find out why their staff leave, it is 
difficult to say towhat extent the information is used. It is felt, 
however, that the hotels which actually put such information to practical 
use are probably few, because of the consistently high turnover rates 
recorded. 
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/ 
4.1.2.3 Labour Turnover In Hotels 
The main body of the data collected relates directly to the turnover 
of staff in hotels. 
Distribution of labour turnover rates 
Looking firstly at the rates of turnover found in our survey serves to 
confirm earlier work carried out by the Hotel and Catering EDe (3), where 
a wide range of turnover rates were reported. Figure 4.1.8 shows the 
range of rates experienced by hotels in our sample for both the year 
1984-85, and for the 1985-86 period. In 1985, 4.5% of the hotels recorded 
a staggering rate of labour turnover of over 300% (the equivalent of the 
entire workforce changing three times per year). However, it can be seen 
from Figure 4.1.8 that this percentage of hotels doubled in 1986 to show 
9% of establishments experiencing labour turnover rates greater than 300%. 
On the other hand, it should be noted that approximately half of all the 
hotels showed turnover rates of less than 60%; a proportion which has in 
fact increased over the period of study. If the range of turnover rates 
for. hotels is compared (Figure 4.1.8) with an average turnover rate 
of 23% for manufacturing industries (4), then approximately 70% of hotels 
exceed this average. 
Overall labour turnover rates 
A second feature that emerges from the data is the overall labour turn-
over rate for hotels. It stood at 59% in 1984, 84% in 1985, and 78% in 
1986. It is clearly difficult to define a trend in the overall turnover 
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rate from just these three figures. However, given that approximately ten 
years ago an Hotel and Catering EDC report quoted an average industry-wide 
figure for labour turnover of 83 per cent (5), it seems that, with the 
. 
exception of the 1984 rate of 59 per cent, the level of labour turnover 
has not altered over the past ten years. This arises despite a suppos~ 
edly increased awareness of manpower management and the labour turnover 
phenomenon, and despite today's high unemployment and general economic 
conditions. 
Labour turnover by hotel categories 
Part of the Stage I analysis package calculated labour turnover rates 
for different categories of hotels. The overall hotel sample was in fact 
subdivided as follows: 
i) Price range - above or below £25 per single room; 
ii) Ownership - chain or independent; 
iii) Location - in or out of London; 
iv) Level of service - as denoted by the staff to room ratio. 
Figure 4.1.9 shows this breakdown of labour turnover rates for different 
categories of hotels, along with the overall national figures. 
The results are interesting in that they show some quite wide differentials 
between one category and another. However the average rates for each group 
do show fluctuations for the different years. In one case this variation 
is very marked. That is, when the hotels are divided by ownership, in two 
out of the three years studied chain-owned hotels have, on average, higher 
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labour turnover rates. Yet, in 1985 the independently-owned hotels 
were significantly higher. 
Figure 4.1.9 Breakdown of Labour Turnover Rates 
1984 1985 1986 
National average 59% 84% 78% 
In London 66% 105% 91% 
Out of London 56% 80% 76% 
Independently owned 54% 90% 60% 
Chain owned 65% 75% 113% 
Staff · Room ratio (I 75% 94% 
-· 
Staff · Room ratio>l 32% 40% 
-
· 
Single room ( £25 74% 108% 
-
Single room> £25 47% 67% 
-
With the other hotel sub-divisions, the results were more regular over 
the three years. Labour turnover rates were, on average, consistently 
higher in hotels located in London; in hotels with a single room rate 
of less than £25; and in hotels where there is less than one member of 
staff per bedroom. This suggests that staff generate a greater attach-
ment to their place of work if they are involved in a higher level of 
personal customer contact, and if the hotel is more up-market. 
It is possible at this point to suggest that the reason for this could 
be that higher customer contact develops a greater level of job 
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satisfaction in staff and hence a diminished propensity to leave. 
Similarly, the higher priced hotels could offer staff a greater level 
of non-wage rewards, SUdl as tips, which would induce them to stay. 
The third variable studied, that of location, also appears to have an 
impact on labour turnover rates. Hoteliers in London would appear to 
have a greater 'problem' with staff turnover, than hoteliers outside the 
capital. This relationship is possibly less surprising than a correlation 
between the level of service or price, because the high concentration of 
hotels in London, means that staff have more alternative places of employ-
ment and presumably actual jobs, within their local labour market. This 
would increase their ability, if not their propensity, to seek a change 
in employment. However, once more the data available in Stage I is 
insufficient to prove or disprove this hypothesis. 
Reasons for leaving 
The Stage I postal survey also tried to investigate why staff leave their 
,employment in hotels. Clearly there are numerous reasons which could be 
offered, so the questionnaire limited answers to five categories. This 
classified all voluntary resignations together, partly for convenience, 
and partly because it was felt that managementls knowledge of the true 
reasons why staff resign is often latking or inaccurate. Figure 4.1.10 
shows the results displayed as pie-charts. 
The most obvious point that these results highlight, is that the vast 
majority of all leavers terminate their employment voluntarily. This fact 
gives great scope for further investigation. 
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Figure 4.1.10 Breakdown of Reasons For Leaving 
1984 2.6% Redundancy 
1985 
1986 
72% 
Resignation 
69.3% 
Resignation 
70.2% 
Resignation 
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Figure 4.1.11 Distribution of the Length of Service of Hotel Staff 
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The charts also show that approximately 10 per cent of the staff were 
dismissed by their employers. This could well suggest that there is a 
weakness in the recruit1ng and screening of potential employees which 
leads to unsatisfactory workers. Unfortunately, it is not known to what 
extent workers in other industries are dismissed as opposed to leaving 
voluntarily, and so it is not possible to place these figures in a wider 
context. 
Length of service of hotel staff 
Finally, Figure 4.1.11 shows the length of service distribution for 
hotel staff over the three years studied. The pverall findings do tend 
to confirm the results put forward by previous research (6): almost one 
quarter of all staff employed had less than six months service, and over 
one third had less than one year. The similarity of these results to 
the 1975 study by the Hotel and Catering EDC is shown in Figure 4.1.12. 
Figure 4.1.12 Length of Service of Hotel Employees 1975 and 1985 
- % of Employees 
Length of Service 1975 * 1985 
o - 6 months 30 28 
o - 12 months 18 20.5 
over 12 months 52 51.5 
* Source: Hotel and Catering EDC, 1975 (7) 
The length of service distribution over the three years of this study, 
shows slight fluctuations. However, these would seem to be very much 
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related in size and direction to the fluctuation found in the annual 
overall labour turnover figures, particularly with regards the distrib-
ution patterns of staff \/ith less than six months service. 
It is also interesting to note that while labour turnover rates are still 
very high, there is a relatively large proportion of employees with over 
one years service, which accounts for over half the total workforce. 
This would tend to suggest that there is an element of stable employees 
in the workforce of hotels, and an element of highly mobile staff who 
account for large proportion of the turnover phenomenon. 
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4.1.3 SUMMARY 
Stage I of this project-set out to create an overall, up-to-date picture 
of the extent of labour turnover in British hotels, with some idea of 
the way hoteliers view this phenomenon. This section of the study, how-
ever, is very much an exploratory phase, and does not claim to offer any 
definitive conclusions. However, the results here do highlight some 
interesting points, which suggest the beginnings of ideas for further 
development. 
The overall picture is of an industry with a very high average level of 
labour turnover, which masks an enormous range of turnover values in 
individual establishments. This overall level of staff turnover is very 
much on a par with earlier reports from ten years previous, despite a 
deteriorating change in employment levels and economic conditions over 
that period. 
However, it is interesting to note, that over the past three years, although 
the overall turnover level has remained very ~uch constant, there has been 
a marked change in the distribution of individual hotel labour turnover 
rates. An increase was noted in the number of hotels which report a low 
rate of labour turnover (below, say, 60%), which was more than compensated 
for by an increased number of establishments reporting over 300% turnover 
annually. 
The analysis of the postal survey has, furthermore, given firm indications 
of a relationship between the rate of labour turnover and three inde-
pendent variables; hotel price, location, and the staff to room ratio. 
This suggests the idea that the aforementioned change in the distribution 
of labour turnover values could be related to a change in the· distribution 
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of different types of hotel. However, an analysis of the hotel sample 
shows remarkable consistency in the breakdown of hotels by price, 
location, ownership and size, over the three years studied, which refutes 
this suggestion. A further variable which was considered in relation to 
staff turnover rates was the type of ownership of each establishment. 
However, there was no evidence of a correllation. 
In relation to the actual nature of the labour turnover phenomenon in 
hotels, Stage I has tended to support two important findings of earlier 
studies. Firstly, most of the turnover of staff in hotels is due to 
voluntary resignations, although this part of the study did not differ-
entiate any further between the reasons for such resignations. The 
second point is that there is a high proportion of short service employ-
ees in hotels, along with an element of apparently stable staff. This 
tends to confirm the exist~nce of a two tier structure of workers: a 
core of less mobile, more highly valued staff, and a 'periphery' of 
secondary workers who constantly seem to change employment. 
Finally, the information collected with regard to the attitude hoteliers 
have towards labour turnover in the industry, seems to point to a con-
flict between hoteliers ' awareness of labour turnover as a problem, 
their action towards turnover in their bwn hotels, and th~ actual rates 
of labour turnover recorded in the industry. 
For instance, although most hoteliers in the sample regarded labour 
turnover as a serious problem to the hotel industry and recommended that 
attention should be paid to it as a 'medium ' .or 'high' priority, the 
intensity of feeling about it has clearly dropped over the three years 
of the study (see Figure 4.1.4). Hoteliers no longer consider labour 
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turnover to be such an important issue. This change in attitude cannot 
be attributed in any way to a corresponding fall in the level of staff 
turnover in hotels which. suggests that hoteliers have come to accept 
turnover as a fact of hotel life. 
So, to conclude we can summarise the main findings as follows: 
i) Hotels exhibit a wide dispersion of labour turnover rates 
ranging from just a few per cent to over 300%. 
ii) Over the 3 years of the study, the proportion of hotels with 
more than 300% labour turnover has markedly increased. 
iii) Approximately half of the hotels recorded their staff turn-
over to be less than 60%. 
iv) Labour turnover nationally in hotels was found to be the 
same during this study as it was reported to be ten years 
earlier (Hotel and Catering EDC). 
v) 70% of all staff leaving hotels resign voluntarily. 
vi) There is a high proportion of short-service employees in 
hotels: 25% have less than 6 months service and over 33% 
have less than one year's service. 
vii) 80% of hoteliers regard labour turnover in the industry as 
a medium to high priority problem; 10% regard it as no 
problem at all. 
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viii) There was no apparent correllation between the priority 
with which hoteliers regard staff turnover, and the actual 
level of turnover recorded in their establishments. 
l' HCITS. Statistical Review of the Hotel and Catering Industry. 
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IDS, 
4.2 STAGE II - THE HOTEL INTERVIEWS 
4.2.1 INTRODUCTION 
The basis of this section comprises a series of structured interviews 
conducted with the General Manager or Personnel Manager of fifteen 
hotels. These hotels have been labelled A to 0, for reasons of anon-
ymity, to preserve the confidentiality of the information given. An 
outline of the interview questions, covering the main personnel practices 
of each establishment, can be seen in Appendix ][ ; and a specimen 
transcript of an actual hotel interview is given in Appendix ~. 
Further details of the method of data collection and of the sample used 
are to be found in Section 3.4 and 3.5. 
The analysis itself is carried out by taking the different points raised 
in the interviews, and comparing the answers of one hotel with another, 
and with the construct of an internal labour market as outlined by 
DOERINGER and PIORE (1). In the discussion various quotes have been 
extracted to illustrate the hotels' responses. 
The areas of management practices under investigation are listed below 
with a brief definition: 
4.2.2.1 Ports of Entry 
4.2.2.2 Hiring Standards 
- Job classifications which connect 
the internal and external labour 
markets. 
Selection criteria governing 
entry to the internal labour 
market. 
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4.2.2.3 Skill Specificity - The degree to which skills are 
unique to one job category in a 
particular organisation. 
4.2.2.4 On-Job-Training Method of teaching work skills 
which is carried out by experienced 
incumbent workers within the 
operation of the job. 
4.2.2.5 Promotion Criteria - Set of rules which determine the 
priority by which workers move 
within an organisation. 
4.2.2.6 Workplace Customs 
4.2.2.7 Pay Differentials 
Unwritten rules concerning the 
work environment which are based 
largely on past practice or 
precedent. 
Difference by which the wages of 
one job exceed those of another. 
Here we are concerned with such 
differentials remaining fixed over 
time. 
These measures were studied in the hope that they would portray the degree 
of openness to the external labour market, and the strength of the internal 
allocative rules. 
Finally, we have tried to produce an aggregate assess~ent of these man-
agement practices on the basis of 'degree of formality'. This is done 
by taking the various factors studied in the interviews and making a 
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judgement as to whether the practices are formally recognised and 
implemented by the management of each hotel in turn. The assumption 
made here is that greater formality in the hotels would imply a greater 
use of internal allocative measures. The 'degree of formality' is then 
compared to mobility figures collected from each hotel. These figures 
indicate: 
the rates of labour turnover in each hotel; 
the extent of promotion and internal transfer in each hotel. 
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4.2.2 ANALYSIS OF THE INTERNAL LABOUR MARKET OF HOTELS 
4.2.2.1 PORTS OF ENTRY 
Ports of entry to an internal labour market, as mentioned earlier, 
constitute the points at which hiring occurs, and governs the extent 
to which the internal market is exposed to the external market. The 
hotels studied showed virtually no formalised rules to govern such 
access. All the hotels in the sample professed to at least some 
internal movement of staff, and yet only one hotel actually quoted any 
formal, set restrictions whereby jobs or occupations were closed to 
the external market. That establishment, Hotel F, stated: 
" • •• 6 OIl. hupeJlVAA OILlj hta.66 we. don I t Ile.CJttU.ti .u. comu thA.ough 
..tn.teJlnal pllomoUon". 
These rules, however, do not appear to be written in any form, but 
based on actual practice over time. 
On the other hand, two further hotels, 8 and 0, although stating no 
restrictions, did seem to have certain ports of entry closed to the 
external market. This would seem apparent when specific jobs have, in 
the past, always been filled internally. For example, with Hotel B: 
"EVeJlY he.ad 06 de.paJdme.n.t, e.x.ce.pt 601l the. head lle.ce.pUowt, 
hM be.e.n pIlomote.d 61lom a. j uYLioll p0.6ilio n ..tn the. hote!. The. 
head 1le.c.e.pUowt hM be.e.n pIlomote.d ..tn thAA hote! 61lom a. i..u,/jeJt 
pOhilion, a.nd 61lom a. juniOll pOhilion ..tn a.notheJl hote! ..tn the. 
glloup." 
This suggests that in practice there are restrictions. on entry, even 
though. in theory there are none. However the durability of such 'rules' 
when natactually written down can be bought into question. Presumably 
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these rules are instigated by one person in the recruitment role, and 
so they will remain in existence as long as that person is in the job. 
There is clearly, therefore, a difference between formally written 
rules, and more informai rules which stand because they are used in 
practice. 
Generally, in the hotels interviewed it would seem that stipulating 
certain jobs to be filled through the internal development of workers 
is an area not actually considered in the manpower plans. The extent 
of entry from the external market appears to be decided each time a 
vacancy arises. Furthermore, these ad hoc decisions do not appear to 
be influenced by even unstated informal rules. 
Looking further at recruitment in these hotels highlights several 
further points in relation to the ports of entry. Firstly, the hotels 
give an overall impression of rather flexible recruitment processes. 
They use a variety of media ranging from employment agencies and 
press adverts to word-of-mouth and chance 'walk-ins'. In addition, most 
of the hotels offered no rules or reasons for the choice of recruitment 
media. However the overall discrimination does, in fact, appear to be 
governed by skill level. Unskilled and semi-skilled Vacancies seem, 
generally, to be advertised locally in the local paper and job centres; 
whilst more senior staff are advertised through national media. 
A quote by Hotel 0, with one of the most organised approaches to 
recruitment, seems to illustrate this sort of skill discrimination quite 
well: 
( It I "Ve.pe.nd6 on the. natUlte. 06 the. va.c.a.ncy; U de.pe.n.d6 on the. 
le.vel 06 the. vacancy; and on the. natWLe. 06 the. c-iJr.cum6tanCe..6 
whA:.ch .6uNtound that vac.a.ncy. FOJt ope.ll.at.-i..ve. .6ta66 Uk.e. 
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chambeJz.maid6 arl.d ciearl.eJL6, M:.ewaJtd6, we would adve.JI.:V.A e irl. .the 
local PILe.l>..6, irl. job cerLt:Jt.e.l>, irl. ..6hop wirl.dow..6, job cerLt:Jt.e...6 aJtou.rl.d 
.the cou..rLt:Jt.y, .thILou..gh 6Jt.ierl.d6. ••• Wlih ..6u.pel!.vi..601!...6 we would 
cOrl...6idel!. u....6irl.g arl. agerl.cy i6 .that: peJL60rl. Wa..6 excellerLt:. But: .they 
would have .to be cOrl...6idel!.ably betiel!. .tharl. arl.Y 06 .the o.thel!. pe.ople 
we. go.t .to look. at: becaMe 06 .the ..6heel!. C0..6.t 06 age.rl.ue..6." 
Similarly, there were no rules or practices mentioned which would govern 
the choice of advertising media in the hotels. The actual process of 
attracting recr~its would therefore seem to be developed largely through 
experience and Itrial and error l , and possibly to a certain extent by 
external economic forces such as employment levels and the supply of 
labour. The external economic influence, however, is impossible to 
assess definitively with the information available. 
Only five of the hotels (A,B,F,G and 0) seem to operate set or semi-set 
recruitment practices for attracting staff applications, as suggested 
here by Hotel G: 
"We obviOu....6ly u....6e .the job cerLt:Jt.e.l>, arl.d .thel!.e i..6 .the Ho.tel arl.d 
Cat:e.Url.g ce.ntJt.e. ju....6t aJtou..r!.d the COILrl.e.it. We. u....6e the rl.aUon.a.l 
plLe.l>..6 601L adve.Jr..tt" the EVeMrl.g S.tarl.daJz.d6. We u....6e magazirl.e.l> -
the Cat:e.I!.e.I!., the. Lady, GW, ar!.d ..6pe.~t Orl.e.l> 60ll paJLt..i.cu1aIL 
alLea..6, e,4 g. ..6 ale.l> artd maJtk.wrl.g. We u....6 e. the Police Review 60ll 
..6ecwr.liy. The.rl. to a le.l>..6e.1!. exterLt: weu....6e. Jt.eCILu..ame.rLt: age.rl.cie.l>. 
We. will ch00..6e ve.l!.y Calte6u..Uy which agencie.l> we. u....6e.." 
Overall, however, the picture of recruitment in these hotels suggests 
a rather undefined and haphazard approach, which further fits with the 
general lack of criteria governing entry to the internal labour market. 
The area of recruitment from the external market appears to lack 
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spec ifi ca t ion. 
The second, and probably more important point arises from a problem that 
was almost universally expressed py the hotels interviewed - that of 
obtaining suitably qualified or experienced staff. All but four of the 
hotels stressed this as the biggest problem they encountered with staff 
recruitment. Hotel C for instance explains their recruitment problem 
as: 
"The. ..6taruialtd Ile.ai..iy. The. quaiUy "w ge.ne.Jtaiiy ..60 pOOIl.... It..6 
a pltobie.m jU..6t 6iYLding anyone. with any e.xpe.Jtie.nce., Oil who have. 
goo d Ile. 6 e.Jte.nce..6 • " 
However, despite this problem being clearly recognised and stressed, 
there is no indication of the hotels closing or limiting certain ports 
of entry where staff are difficult to get, and instead placing greater 
momentum on internal training and promotion. This apparently logical 
solution, which would also serve to stabilise the workforce, does not 
seem to be given any consideration or trial within the hotels. This 
further emphasises the lack of recruitment 'rules', and the apparent 
openness of the internal labour market structure. 
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4.2.2.2 HIRING STANDARDS 
A second major factor governing the degree of openness of an internal 
labour market is the hiring standards. These govern the selection 
criteria for entry to the internal market, and are set by management to 
define the different levels of workers in the external market. Hiring 
criteria are then checked and operated by means of screening and recruit-
ment practices. 
Of the hotels studied, only six claimed to use written selection criteria 
to assist their recruitment process. Hotel A, for example, uses 'personnel 
specifications ' which are defined "rtn terms of age, qualifications, whether 
we are looking for experience, and so on." Their system seemed the most 
comprehensive, based on a 7-point plan, but the personnel manager admitted 
the system, like that of job descriptions, does at times lapse. Other 
hotels (E,K,G,L and 0) use similar written specifications or 'requisitions' 
for recruitment; and again there were flaws in the system. Hotel E, for 
instance, said that although they do operate a system with written 
criteri~ for job sel~ction, it doesn't operate for all positions, and is 
to all intents and purposes merely a guideline. 
The remaining nine hotels had no written selection criteria at all, 
suggesting a much more open access between the internal and external 
labour markets. One personnel manager, (Hotel F) suggested that 
standards for selection were not really warranted as they "arenlt 
wonderfully in a buyers' market"; and hence they are in a situation 
where they have to take what staff they can get. Yet another establish-
ment, Hotel M, believed the jobs they offered did not·require staff with 
any particular qualities. 
- 229 -
In general, though, the opinion expressed was that management would 
know which staff were suitable without having any written criteria. 
This would seem to be an example of unstated, informal rules, and is 
illustrated in the following quote by Hotel I: 
"We. dort't Ite.ai..lq have. il wM.fte.rt dowrt what we. Me. loofUrtg 601t, 
we. jU6t fmow the. -60/tt 06 peJL60rt we. want. Be.c.aU6e. we.'lte. rtot that 
big we. have., at the. mO-6t 120 -6ta66 art OU4 book-6, we. ~rtOW e.ve.ltqbodq 
artd what -60/tt 00 pe.ople. the.q Me., artd what -60/tt 06 pe.ople. w.LU 6~ 
irt. lu molte. art a peJL6ortai.. le.vel.. - peJL6ortai..ilq. 16 the.lte. We.lte. 
two pe.ople. comirtg 001t the. job and orte. had wolt~e.d irt a Ite.ai..i..q high 
ci..a.M hotel.. artd good e.xpe.Jtie.nce., bu-t. had a teM.ible. peJL60naiitq -
couidn' t -6pe.a~ to the. gUe6U and an.othe.lt peJL60n 6ltom a lowe.lt ci..lLM 
hotel. and rtot -60 good at h-L6 job bu-t. WlL6 good with the. gUe-6U the.rt 
he. wouid ge.t il. 
lu Ite.ai..lq be.caU6e. lou 06 OU4 gUe-6U Me. Ite.pe.at gUe-6U and the.q do 
U~e. to ha.ve. pe.aple. Who w.Ui. tai..~to them artd ma~e. them 6e.el.. at 
home.. We. do have. Ite.d -6ta.k-6 and tha.t-6 the. di60e.lte.nce. betwe.e.rt having 
bla.c~ and Ite.d, the. q u.a.i..ilq 06 the. -6ta60 - whe.the.lt the.q Me. cold and 
-6tartd-066,uh, Olt whe.the.lt the.q ta~e. Calte. 06 the. gUe-6U and tlte.at 
them lL6 i6 the.q Me. coming into qoU4 OWrt home.. Tha.t-6 what we. tltq 
to do he.lte.. We. tlty to ~e.e.p the., el.eme.nt 06 it bung a hotel.. in the. 
old-6lL6hione.d wa.q not the. mode.ltrt waq 06 tltqing to ge.t them to the.iJt 
ItOOm-6, to .6pe.nd the.iJt mone.q, etc. We. have. to thin~ U~e. that, bu-t. 
the. gUe6U he.lte. come. 6i.Jult. Whe.n qou .6e.e. .6ome.one. you can te.U i6 
the.y Me. goirtg to 6il in." 
This actually reve~ls very clearly the existence of hiring standards. 
They are just not written down. 
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Screening of potential workers is another important process within an 
internal labour market to help enforce the standards set for entry. If 
management do decide to recr.uit externally, then screening costs will 
clearly be greater than when dealing with the known quantity of incumbent 
workers. However in certain cases it would be necessary to balance the 
reduced costs of screening and recruitment gained in this way, against 
the possibly lower qualifications of incumbent workers and the costs of 
necessary training staff. In practice, however, the majority of vacancies 
in all the hotels were filled by external applicants. 
The process of recruitment and screen~Mg was found to vary to some extent 
from one hotel to another. In general, though, the practice was for heads 
of department to select the staff under them, with authorisation needed in 
some cases from the general manager. The rules about such authorisation 
seemed to be rather discretionary as illustrated in this quote from 
Hotel M: 
" ! The. manage.ll.. I ha..6 rju6t. -u-6ue.d a new Il..ui.e. t.hat. t.he. ge.neJl.a1. man.a.ge.ll.. 
-6houi.d -6e.e. e.ve.Il..ybody who -u employe.d, but. he. -6Ull be.i,[e.ve,6 li'-6 
not. Il..e.aliy ne.ce,6-6MY. He. cannot. -6 e.e. e.ve.Il..ybody anyway, and he..a.c:l-6 
06 de.palttme.n.t. -6houi.d be. ll..e,6povt.6,[ble. e.nough t.o c.h00-6e. t.heht. own 
-6t.a66. So at. t.he. mome.nt. we. Me. le.av,[ng li a..6 li Wa..6, unle,6-6 li'-6 
-6ome.t.h.tng titLe. ll..e.ce.ptio~:t6 and t.he. moll..e. quaU6,[e.d -6t.a66." 
In hotels with distinct personnel departments, Hotels A,I,K,G,J and F, 
the personnel manager initially places the adverts and does the screening 
of applicants, leaving the final choice up to the heads of department. 
Hotel A: 
"Weil, peJL.6onne.i -6e.e. e.ve.Il..ybody. U'-6 a pol'[cy that. e.ve.Il..ybody 
-6houi.d be. -6c.1l..e.e.ne.d by peMonne.i, t.hough t.he.ll..e. Me. t.he. odd 
e.X.ce.pUOM '[6 ,[;u at. a low le.ve.i and we. Me. pall..ilcui.aIl..ly tie.d 
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up. 16 the.y'Jte. OK the.n the.y'Jte. pa..6.6e.d on to the. man.a.ge.Jt 06 that 
de.paJr;tme.n.t OJt W a..6.6..L6tant. So manageJl.6 aJte. Jte..6poY1.6ible. 60Jt 
.6e.ung theiA own .6ta66. ObvioU6ly U '.6 upto them to have. the. 
ultimate. .6ay in woo the.y tak.e., who the.y think. will 6li in be..6t. 
That ..L6 60Jt UY1.6Wle.d, .6e.mi-.6Wle.d and .6Upe.Jtv..L6oJty le.ve.l.6." 
In over half of the hotels hiring procedures varied from one occupation 
or skill level to another. Policies were most slack and lad hoc l for 
operative level workers. Hotel J shows their attitude to some low level 
recruitment:,of all personnel above supervisory. 
"16 howe.ve.Jt, li'.6 .6ome.thing a..6 .6tJtaight60JlJAJaJtd a..6 a Jtoom maid -
we.U be.caU6e. we. have. .60 many Jtoom maic:L6 coming and going - 1 te.nd 
to le.ave. the. hoU6 e.k.e.e.pe.Jt to U comple.te.ly." 
On the other hand, all the hotels stipulated some level of general 
manager involvement in the recruitment of personnel above supervisory 
level. One of the most well defined screening and selection processes 
was explained by Hotel F, though, as the personnel manager points out, 
even their system has its faults: 
"1 am the. employe.Jt in tb.e. building, an,d 1 have. the. 6inal .6ay, ye.a 
OJt nay on anybody. ObvioU6ly accoJtding to polUiC.6 anyone. that 
the. ge.neJr.ai. manage.Jt .6ay.6 you will tak.e. on, 1 will tak.e. on... The. 
inte.JtvieJAJ.6 aJLe. .6tJtuctUILe.d. The. 6illt inte.Jtviw tak.e.6 place. at the. 
india! point 06 contact and we. will tJty to 6ind out what e.xpe.Jt-
ie.nce. the.y have. and .60 on e.ve.n i6 U .u, on the. te.le.phone.. We. can 
do a coaMe. .6CJLe.e.n.ing theJte.. The.n the. inte.Jtviw tak.e.6 thJte.e. 
.6tage..6 • The. 6illt tak.e.6 place. dowY1.6tai.JL6, and PeJL6onne.l will 
look. at peJL6onalliy, .6uliabUliy 60Jt the. pO.6ilion, artd. the. ba..6iC.6 -
whe.Jte. the.y live., e.tc. The.n we. .6e.nd them to the. de.paJLtme.n.t he.ad. 
1 will ne.ve.Jt hiJte. anybody without cOY1.6ulUng the. he.ac:L6 06 de.paM'me.nt 
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uttle,6-6 1 Wa!.> de,6peJLate.. The. de.paJz..tme.nt he.ad will bJUng the.m ba.c.k. 
down to U-6 60Jt the. tfUltd -6tage. whe.n We. -6ay aJte. the.Jte. anymoJte. 
que,6.t,LOY!.-6 the.y wou.t.d .tik.e. to a!.>k.. 16 we. aJte. going to fUlte. the.m 
we. te..e..t the.m abo ut .!Jank. acco unt, whe.n to Jte.poJtt, etc. 16 we. aJte. 
not the.n we. te..e..e. the.m -60 and why the.y We.Jte. not cho-6e.n. The. 
de.paJt;tme.nt he.aM 99% 06 the. time. -6ay ye,6, Which ih a .titile. ba 
mattage.me.nt by CltMih. 1 tJty to te..e..e. the.m not to jU-6t tak.e. anyone., 
but to wait i6 ne.ce,6-6aJty till the.y aJte. -6uJLe. the.y have. got jU-6t the. 
pe.Jt-6on the.y want, and i6 ne.ce,6-6aJty JtwaJtding good -6ta66 ai.Jte.ad.y 
e.mp.toye.d wah ove.JttA..me. Uil the. Jtight one,6 tuJr.n up. Howe.ve.Jt the.y 
aJte. not ve.Jty good at that attd that' -6 pJtobab.ty my 6auU 60Jt not 
tJtabung the.m Jtight." 
Another screening device not previously mentioned involves the taking up 
of references. In this area the rules seem fairly set, but not written 
down. Only a couple of the hotels interviewed do not take up references 
on each occasion. The general practice, expressed by twelve of the 
hotels, is to collect verbal references before choosing a new recruit, 
and then to send a form or letter requesting a written reference after 
the final interview and selection. 
One establishment, Hotel, H, however generally waits until new recruits 
actually start work before taking up references, because: 
"We. get pJtob.te.m6 bl. that the.Jte. Me. .tOU 06 pe.op.te. we. give. j ob-6 
to who jUht don't tuJLn up - -60 a wou.t.d be. a Wa!.>te. 06 time. 
6 allowing Jte.6 e.Jte.nc.e,6 -600 ne.Jt. " 
On other occasions it seems unavoidable that references are not checked 
until the recruit starts work. Hotel M and Hotel K, quote cases where 
the time span between recruitment and the commencement of employment is 
too short to get references checked; but point out that appointments are 
subject to reference checks in any case. 
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The two hotels which don1t have a set practice of checking references for 
all staff, Hotels Band N, use an arbitrary process determined by the 
grade of worker in question. At higher levels references are taken up 
on a regular basis; but with lower grade staff they may not bother with 
any references at all. 
Overall, the practice of taking up references does clearly seem to be an 
area where Irules l are unstated and informal. However, as a screening 
technique, references do not seem to form one of the most stringently 
followed practices. 
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4.2.2.3 SKILL SPECIFICITY 
As mentioned earlier, job specificity and internal training are key 
factors in an internal labour market. Specific skills in this context, 
are those which are related to a particular organisation or establishment 
and as such will tend to limit workers· opportunities for employment 
elsewhere. 
Clearly, the level of job specificity is indicated by the actual content 
of the job in terms of the tasks and skills. As such the hotel interviews 
conducted are not able to provide direct evidence of the specificity of 
jobs within each establishment as related to other establishments in the 
industry. Because of this, it becomes necessary to look at any indirect 
evidence the interviews may offer. 
One area that may possibly be considered in this context is the discrim-
inative nature of recruitment procedures. Greater skill specificity not 
only demands more individually-aimed recruitment campaigns because of the 
limited access to such workers, but there will also clearly be greater 
costs involved if the recruitment tactics are to be of a 1I0ne-offll nature. 
It has been suggested (DOERINGER and PIORE,1971) that management will be 
prepared to accept these increased costs, because skill specificity helps 
to develop a stronger internal labour market, which is in turn associated 
withlowe.r 1 abour turnover. 
Examining the interviews shows that the hotel sample almost invariably 
use standard, broad-based techniques aimed at attracting the more commonly 
found skills. For example all the hotels rely heavily on placing advert-
isements in newspapers, magazines, job centres and staff notice boards. 
The costs to employers of such techniques are low because of the fairly 
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simple nature of the processes, and because cost reductions can be 
realised through economies of scale and standardisation. 
Only two hotels showed the inclination to make any noticeable investment 
in recruitment. However, this applied only to managerial employees where 
skill levels are higher and the investment can be justified as more 
worthwhile. Hotel A uses a specialist hotel and catering management 
agency; and Hotel 0, being rather more creative and adventurous, use 
'head-hunting' techniques. The personnel manager for Hotel 0 expands: 
"TheJr..e. ha.6 be.e.n a. JLe.ce.1'Lt up,6U1Lge. -in he.a.d-hunu..ng JLe.ce.nily wh-ich 
ha.6 ope.ne.d up new po.6.6-ibililiell. One. th-ing we. do -i.6 to talk. to 
cl-ie.nt.6, get to k.now what the.y i-ik.e., buUd-ing up ci-ie.nt.6, e.ve.n 
.lL-ing up to get the. name. 06 a. peJL60n -in a. pa!tUcuia.JL job -in a. hote.L 
We. the.n do oUIL own -inve.l'LtoJLY 60JL li, a.nd ma.ybe. Jl.-ing up manageme.nt 
a.nd .6ta.66 a.t compe.t-ing hote.i.6 to ge.t the. name. 06 the. peJL60n -in the. 
e.qu-iva.ie.nt job, 6-ind out what he. -i.6 i-ik.e. a.nd ma.ybe. ma.k.e. a. d-iJLe.ct 
appJLoa.ch ouJL6e.iVell. It ta.k.ell mOJLe. time. but -i.6 6a.JL moJLe. CO.6t 
e.66e.c.u.ve.. So the. peJL6onne.i 6unction wlih manageme.nt -i.6 VeJr..Y much 
a. .6alell job to .6e.ii the. hote.i - VeJr..Y much mOJLe. 06 a.n a.ctive. JLoie.. 
He.a.d hunteJL6 aILe. aUo cLiACJr..e.e.t -i6 you don't wa.nt .6ome.one. to k.now 
you aILe. ioolUng 60JL a. JLe.pia.ceme.nt 60JL them." 
One point to note here, is that this technique of 'head-hunting' relies 
on the assumption that a workers performance in one establishment is 
indicative of his performance in another. This is contrary to the theory 
of internal labour markets as put forward by DOERINGER and PIORE (1971). 
They suggest that because enterprise-specificity of jobs is developed by 
the structure of the internal labour market, performance from other firms 
is no longer a reliable indicator. In the case of these hotels however, 
it would seem that extra expenditure on more discriminate techniques for 
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recruitment is due to the increased skill of workers, and not to increased 
skill specificity. 
The secondary, indirect evidence on skill specificity in hotels is clearly 
limited and rather open. However it would seem that management in hotels 
do not even aim their recruitment practices to attract workers with 
specific skills, and the time and money invested in recruitment would 
appear to be minimal. Similarly, the high levels of staff turnover found 
in hotels, would alone seem to suggest that workers can easily transfer 
their proficiencies to another establishment and that such skills are 
not therefore specific. 
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4.2.2.4 ON-JOB TRAINING 
liOn-Job 11 training is an informal method of instruction taking place 
mainly through demonstration. It is derived solely from the content 
of the work itself, and is confined to those skills which are required 
for the job. In addition it is taught with a minimum of disruption to 
the work processes. 
As such it is associated with a strong internal labour market, where 
the skills are fairly specific to each j6b and where the number of 
trainees for each skill are few. 
What was in fact found through the hotel interviews was a heavy reliance 
on on-job training, with most hotels also running some off-job training 
courses. At one end of the scale are the attitudes of hotels I and N 
where the entire training process revolves around placing new employees 
to work alongside encumbent workers. Hotel I explains this approach to 
training: 
"16 li!lJ a. c.hambeJtmaA..d the.y Me. 06te.n put wUh .6ome.one. 60Jt the. 6.i.JL6t 
6ew da.y.6 jiUlt to get them into the. wa.y· we. do i.:t a..6 e.VeJLyone. ha..6 
di6 6 eJLe.nt .6ta.ndaJtd..6. 
In tha.t Ite.6Pe.c.t the. che.6 k.e.e.ph a.n e.ye. on h.-iA - he.' U ai.wa.y.6 be. .6U1te. 
tha.t whoe.veJL he. ta.k.e.6 on .6woph ltow1.d a.nd k.now.6 wha.t the.y'lte. doing. 
He. ta.k.e.6 a. lot 06 time. to tltaA..n h.-iA .6ta.66. And .6ame. wah the. 
lte.6ta.Wta.nt too." 
These hotels have only a couple of qualified trainers and keep no records 
of any training carried out. The attitude seems to be quite clearly that 
the necessary learning process will occur automatically within the work 
situation. 
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The remaining hotels imply a rather more structured procedure for train-
ing new staff, and all keep training records of some form. However, the 
fundamental process is still to allocate a new worker to an experienced 
worker for a certain 'training' period and then to gradually increase the 
work loads up to the standard. This was found particularly applicable 
to chambermaids. Still, however, the process lacked real definition. 
Hotel J illustrates: 
"The. i.e.vel 06 butial ltel>poYL6ibilUy wili. valty. 16 a chambeJuna.-td 
hM had no e.x.peltie.nce. the.n .6he. WOltM wah anothe.Jt chambeJuna.-td 601t 
two olt thJte.e. day.6 unde.Jt the. .6upe.Jtv"uion 06 an M.6"utant hOU6e.-
k.e.e.p e.Jt • 
The.n .6 he. "u gltadua.Uy give.n molte. and molte. Ito 0/1L6 e.a0 day until .6 he. 
ge.t.6 up to the. 6uU te.am. 
A lte.ce.puon..L6t ma.lj tak.e. a month Olt .6ix. We.e.M to i.e.aItn the. Ca.6hie.Jt-
ing. TH e.y ma.lj have. do ne. CM hielting be.6 Olte., but a '.,6 new ma.chine..6, 
new 60Jtm6 to 6ill out, and.6o on. It '.6 U6uall.y i.e.aItnt by wolttung 
wah .6ome.one. e.i...6e.. And that pe.k.6on hM got the...iJr. 'TJriUning SJU...ei..6' 
qua1.i6ica.tion lte.cogn..L6e.d by the. HeITS." 
This quote emphasises a further point - that· the initial training 
process will vary to some extent from department to department. Five 
of the hotels (L,B,H,J and 0) stated that different departments or jobs 
will have their own ways of training newcomers. Hotel 0, for example, 
illustrates this well: 
"It lte.a1i..y de.pe.ncU 0 n the. de.paJttme.nt, 601t e.x.ampi.e. in Ite.ce.puo n 
we. have. a 6ull tJta.ining pltogJc..amme. that "u molte. Uk.e. a 6ltont 066ice. 
tJta.ining pi.an,' whe.Jte. the.y .6taJtt 066 wah two day.6 on the. .6wach-
boaltd, the.n thJte.e. day.6 in 1tel>e.Jtva.tioyL6, the.n a we.e.k. up in hOU6e.-
k.e.e.ping. It Ite.a.i..i..y de.pe.nd6 on the. time. ava.ilabi.e., but a6te.Jt 
going a.i..i.. Itound the.y come. ba.ck. and. .6taJtt in .lLe.ce.puon. We. 6e.e.i.. 
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ill neceJ.>..6aJty 601t the ltece.p:Uoni6t..6 to k..now about aU. that. In 
the baJt..6 howeve.lt, the baJt..6 manage.lt would ..6taJtt :t.Jta.iYling them 
6ltom the woltd go. ••• What he te.ru:L6 to do L6 Itathe.lt than employ 
a 6u1.iy tJtained ba)unan, he. te.nci..6 to Ite.c.ltu);(: ..6ome.one who L6 'ju.6t 
a boy' and then tJtain them up al.> a baJt WWe.lt. THey u.6uaily ..6tay 
wah him 601t tlvte.e olt 60Ult ye.aJt..6, and the.y aJte. u.6 uaUy nothing 
..6holtt 06 e.x.cellent by the. :time. he.'..6 6ini6hed. That tenci..6 to be a 
one 066 ..6auation, though. It will de.pe.nd ve.lty much on the. 
..6tJtuc.tUlte 06 the de.paJttment, and on how much hal.> to be taught. 
Folt example teaching cock..tail.¢ L6 a whole. di66e.1te.nt baU game. to 
teaching ltece.p:Uo nand c.a..6 hie.Jting , b ecau.6 e. the.lte. i..6 ..6 0 much molte 
to Itecep:uon and cal.>hie.Jting. CommL6 in the Itv.>taWtant aJte. bal.>icaUy 
6u.6t the. che6 du /tang'..6 le.g..6, and the.y get a ve.lty bal.>ic induc.:tion. 
The.lte L6 n' t the. ince.ntive 601t them to pltoglteJ.>..6 to glte.ate.lt thing..6 
lik..e the.lte i..6 in the. baJt, be.cau.6e. the.lte. aJten't the. leave!L..6 the.lte 
lik..e. the.lte. aJte in othe.lt aJtea!.>. So it te.ru:L6 to ..6tay ve.lty much an 
uY/.6killed job. So when pe.ople have. le.aJtnt the. commK.l.>ing, the.y go 
..6 ome.whe.lte e..U e to be. a che.6 du Itang." 
Taking this one step further is Hotel B. They suggest that the extent 
of training will vary, not according to job or department, but dependent 
on the skill and estimated potential of the workers. The General Manager 
points this out: 
"It L6 lte.cogni6ed that the.lte. i..6 a ne.ed to pltovide. good :t.Jta.ining, 
but agcUY/.6t that the.lte. i..6 the. pltoble.m 06 pe.ople. who leave., and 
to a le...6..6e.1t e.xte.nt, pe.ople. who aJte.n't inte.Jte...6ted in bung impfLove.d." 
In this hotel the Heads of department are responsible for training within 
the hotel, but again the manager believes that: 
"the. lowe.Jt pe.ople. pltobablY get le.6t out aitogethe.Jt, unieJ.>..6 the.y 
..6how an unu.6uai inte.Jte...6t." 
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Similarly, this approach is found rather more clearly in connection 
with off-job training. This may take place through courses run either 
within the hotel firm or by external bodies. Most of the hotels 
interviewed claimed to run some 'off-job' courses themselves, but this 
was found merely to cover the statutory hygiene, health, safety and fire 
training. Beyond these legal requirements, off-job training was rather 
spasmodic, and in most cases was limited to staff of supervisory level 
and above. One hotel proved to be an exception. Hotel F, claiming to be 
a 'training hotel' did follow a more comprehensive training plan for all 
staff: 
" theJl.e. aile. c.eAtcUn tfUng,6 wfUc.h we. have. to do by laJAJ - 6illt 
cUd, 6bte. tJtcUtting, he.aUh and .6a6e.ty. We. have. to do .6Wt6 
tJttUtting 604 the. HeITS. We. do a lot 06 in-hoU6e. t4Mning -
tJttUneJl. .6Wl.6 1 4un by me. to I c.ompany) .6pe.u6ic.ati01U. F04 
.6e.tti04 manageme.nt the.y would eUheJl. go to the. EWtope.an t:lr..aining 
c.e.Y/.tJte. in StUel ouhe. c.alLe.eJl. de.velopme.nt iru,Utute. •.• So aU 
.6ta66 get .6ome. 604m 06 066-the.-job t:lr..aining." 
What does seem to emerge overall from these quotes, is that there is a 
rather flexible approach generally towards training, and in particular 
towards on-job training. Even the more systemised procedures are little 
more than a planned collection of informal methods. The training given 
in the hotels here is largely unplanned, 'ad-hoc', and minimal. There 
is little apparent consideration given to the existence or development 
of discrete skills in the interests of promotion and internal mobility. 
I would like to suggest that the reliance on on-job training occurs 
rather by default than in response to market conditirins. In many cases 
the process of on-job training may appear to be 'costless', because it 
derives directly from the nature of the work and occurs jointly with 
- 241 -
the work. The actual financial outlay is negligible, and the informality 
of the training makes it difficult to identify the exact nature and 
elements involved. Combining this with the apparently natural 'osmotic' 
learning process, makes on-job training an automatic procedure in cases 
where no specific approach is made for training staff. 
Therefore it would seem apparent that although the hotels in the sample 
do rely almost exclusively on on-job training, it cannot be seen as an 
indication of a strong and stable internal labour market structure. 
Analysis from the interviews concerning training does, in fact, convey 
the opposite picture and suggest a rather weak structural feature. On-
job training in hotels would appear to be merely initial and introductory 
training, rather than training for individual development. 
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4.2.2.5 PROMOTION AND TRANSFER 
A further indicator of the strength of an internal labour market is the 
existence of co-ordinated promotion and internal mobility for workers. 
As previously mentioned, the formation of an internal labour market 
relies heavily on the progression of employees up through the establish-
ment, tied in closely with hiring restrictions and staff training. 
Analysis of the hotel interviews does highlight an interesting picture 
of practices and policies relating to promotion and internal mobility. 
Thirteen of the hotels in the sample stated a clear preference to promote 
from within the hotel when a vacancy arose. Hotel G, for example, is 
quoted as saying: 
"A6 much a.6 po,Mible. we. tJuj to pJtomote. 6Jtom wUhin. We. do U -60 
pe.ople. can -6e.e. that i6 the.y -6taJt;t at one. le.ve..i the.y -6tand a chance. 
06 pJtogJte.-6-6ing •.• WUh good -6ta66 we. Uk.e. to de.ve..iop them a.6 much 
a.6 we. pO-6-6ibly can." 
Several personnel managers stressed the advantage of knowing the incumbent 
staff as against outside candidates for a job vacancy_ Hotel 0, for 
example: 
"16 the.y have. got the. c.apab.u.i.t.y and can do the. job, li dOe.-6n't 
mak.e. much -6e.YI.-6e. to me. that we. -6hou..id go out and adveJLt.i..6e. and 
.6pe.nd mone.y whe.n we. have. got tale.nt We. can pJtomote. wUhin the. 
hote..i. That give.-6 them mOJte. motivation, and i6 the.y' Jte. mOJte. 
motivate.d the.n that'.6 going to come. 0 n to the. c.Ue.n.t6. E ve.Jtfj-
body Uk.e.-6 to 6e.e..i the.y aILe. bung de.ve..iope.d moJte.." 
A final point was stressed by Hotel A, that by promoting from within, 
they are "always looking to recruit from a lower level, which is easier 
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to do". 
Of the hotels who did not stress internal promotion as a priority policy, 
two hotels said they were, however, quite happy for it to occur in their 
hotels; and the last hotel (K), forming part of a large hotel chain, 
expressed a preference to promote staff to other hotels in the group. 
Taking this overall picture from the hotels interviewed would suggest a 
high level of internal promotions generally. However, there does in 
fact appear to be a marked discrepancy between what has been said and 
the actual proportion of promotions in each hotel. For example Hotel H 
says that they "always prefer to promote" when there is a job vacancy, 
yet over the year 1984/5 they actually promoted only 3 staff, despite a 
total of 51 job vacancies. Similarly Hotel 0 promoted five staff yet had 
172 vacancies, bot again said that they would look internally first. This 
same pattern was found for all but two of the hotels in the sample. 
The two exceptions, Hotel B and Hotel F both filled well over 25% of all 
their job vacancies through int.ernal promotions. Hotel B said that lithe 
object is to employ people tOtin one end and. out of the other". Overall, 
though the level of internal promotions was found to be particularly low 
despite the apparent "policies" of the hotels. 
One point arises from the interviews which may throw light on the conflict 
between promotional intentions and the actual proportions of staff being 
promoted. Several of the interviewees suggested that in certain situations 
they felt it was not feasible to promote. For example, Hotels K,O and A 
all expressed a reluctance to promote chambermaids within the housekeeping 
department, because of the nature of that department. Hotel 0 explains: 
" • • we. would not C.On6-i.deJt pJtomoung .6ome.one. nJtom a c.hambeJtmcU.d 
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iYlto a. hOU..6e.k.e.e.pell..... be.ca.U..6e. the. C.ui.tUlle. on the. c.hambeJr.ma.id 
w04k. n04c.e. ih tha.t the.y won't a.c.c.e.pt ~ome.one. tha.t the.y ha.ve. 
be.e.n la.ughing a.nd j ok.ing with ~ udde.nly te..U.ing them wha.t to do. 
We. ha.ve. rue.d to get Mound it by ma.k.ing one. woma.n n40m a. c.hambell-
ma.id to a. c1.e.a.ning ~UpellVih04. The.n whe.n ~he. ~ta.bwh~ hell 
a.u.tho4ity in tha.t Me.a. a.nd a. hOU..6e.k.e.e.pell le.a.v~, we. c.a.n p4oba.bly 
move. hell ovell the.n." 
However the real reason behind the problems associated with promoting 
chambermaids would seem to be more to do with the job structures within 
the whole department. The promotional step from chambermaid to house-
keeper is very large, and the skills of a housekeeper do not necessarily 
stem from those learnt by a room-maid. The content of both jobs are not 
closely related, and so are not conducive to promotion. In such a case, 
the "policy" of internal recruitment will count for very little. 
In addition, there are departments where the promotional activity of an 
hotel would seem to be concentrated. Clearly the majority of internal 
movement in the hotels questioned took place in the kitchen; but a fair 
amount was also found with the front office staff and hall porters. The 
reason again would seem to be based on the relatedness of jobs within 
the department. Chefs ifl particular seem to show a steady progression 
through the department. Each chef is graded from an apprentice upwards 
and the skills are accumulated with the career progression. Similarly 
their advancement'seems to be governed by family set criteria. For 
example, Hotel 1 quotes the case of an apprentice chef who is promoted to 
a commis on completion of his 'City and Guilds' qualification;' and Hotel A 
uses a set scale of chefs where "they come in at a grade three, and 
progress through grade two, to grade one". 
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As mentioned earlier there is considerable importance attached to the 
existence of set criteria for promotion in a stable internal labour 
market. DOERINGER and PIORE(1971) suggest that most enterprises rely 
on either ability or seniority or some combination of both, as the 
criteria for internal mobility. This was found to be so for the hotels 
interviewed. 
Six of the hotels (Hotels C,O,N,L,H and J) said that seniority was, in 
fact, definitely not a criteria for promotion; while the remainder do 
consider seniority, along with other factors, to varying degrees. For 
example, Hotel B says: 
"1 .6 uppO.6 e. a 6 M.m 06 .6 e..u..owy tak.e..6 a paJLt.. Fall. e.xample. it wo uld 
be. cU..66ic.ult to tak.e. the. younge..6t all. nWe..6t gW in Ite.c.e.ption and 
mak.e. he.lt the. head 1te.c.e.ptiorr.i.6t, but it dOe..6n't 60Uow that .6he. 
wouldn't be. the. /tight peJL60n 601t the. job." 
Similarly, it was also pointed out that if seniority is not considered at 
all, the people being skipped over will be demotivated. However, Hotel I 
in fact quotes an example of a case where a person was 'skipped ' because 
of seniority, and could therefore suffer similar demotivational problems: 
" ••• we. ' ve. had a lot 06 .6hu66£.irr.g Mound in Ite.c.e.ption. The. he.ad 
1te.c.e.ptiorr.i.6t le.6t at the. be.ginning 06 the. ye.aJt. and the. de.puty, 
be.c.a.tL6e. .6he. had be.e.n he.lte. 601t 5 ye.aJt..6, .6he. automatic.aUy we.nt to 
be.c.ome. he.ad. And the.n the. peJL60n who Wall unde.lt he.lt had be.e.n he.lte. 
601t two ye.aJt..6 but .6he. Wall orr.R..y 20, .60 .6he. walln't Ite.ail.y old e.nough 
to tak.e. the. pO.6mon 06 de.puty. Though.6 he. k.nw the. woltk. ve.lty well 
be.c.au.6e. 06 he.lt le.ngth 06 .6e.1tvic.e.. So we. 6e.£.t we. had to adveJr.t.i.6e. 
e.xte.ltrr.aUy be.c.a.tL6e. the.lte. Wall .6uc.h an age. gap betwe.e.n the. He.ad and 
the. ne.xt one. down." 
Those hotels that mentioned ability as the criteria for promotion based 
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the assessment of this on several factors, such as performance and past 
record, supervisory skills, and technical knowledge. What does seem 
clear, however, is that in no situations are the criteria specific or 
qualified. Furthermore, the judgement of staff for promotion seems to 
be rather arbitrary, and often based on reasoning such as that given by 
Hotel K: 
"It'-6 w.,ua1.ly -6omeone who ha.6 -6hown a Li.i:.ile bU mOJte at -the 
ope.Jta.t.i..ve level." 
Similarly Hotel 0 comments on their grounds for refusing promotion to 
a deputy head of department in the hotel: 
"That peJL6 on ha.6 been he.Jte 60Jt 6 OJt 1 yeaJL6, ha.6 go-t Va.6-t amou.rr.:t6 
06 expe.Jt.i..enc.e on hAA -6.i..de, .i..-6 ve.Jty -6maM: and pJte.6en-table, and 
would be a good c.a.nd.i..da.te. Bu.-t we JtegJte.tied h.i..m, ma..i..nly bec.a.u.6e 
we 6el-t -that he would no-t be able -to make -th.i..ng-6 happen. It Wa.6 
jw.,-t oWL OWn gu.-t 6eiling ba.6ed on how we have .6een h.i..m pe.Jt60JUn 
be60Jte. I-t'.6 d.i..66.lc.uLt -to pu.-t .i..n-to wow how we've me.a.6WLed -that. 
We may o..f...6 0 pJto v e -to be WJtQYI.g!" 
This rather discretionary approach is further emphasised by a rather 
widespread lack of appraisal systems for staff in the hotels. Only three 
hotels interviewed (B,F,L) offered an appraisal system for all staff, but 
this was related purely to wage reviews rather than geared towards pro-
motional potential. A fur~her seven hotels operated a form of appraisal 
for management and heads of department only, on an annual basis. 
Generally, though, the attitude towards staff appraisals was that they 
were not necessary as management can keep a personal check on staff and 
will know where the problems and opportunities lie. As Hotel 0 says when 
being questioned about appraisals: 
"We jw.,-t k.eep a check. on -6-ta66, a.6 we aILe no-t -too b.i..g 60Jt -that." 
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Without the existence of an appropriate and effective appraisal scheme, 
the system of assessing staff for promotion on the grounds of merit will 
remain rather lad hoc l and arbitrary. The lack of fixed criteria found 
here for appraisal and promotion does seem strongly representative of a 
weak internal labour market. 
Changing occupations or departments is yet another facet of internal 
mobility. Fairly free and unstructured movement horizontally could 
suggest the random, lad hoc-ness l of a weak internal labour market 
structure. The hotels in the sample generally expressed no objection 
to staff moving from one job or depart~ent to another, and most pro-
fessed to it occurring in their own hotels. The personnel manager of 
Hotel E suggested: 
"It'.6 a.n alLea. wheILe we need to look. mOll.e c1.o.6dlj, to peJLha.p.6 
.6top people lea.ving nOll a. dinneILent job e..i.6e.wheILe when peJLha.p.6 
we .6hou£.d tAlj to k.eep them helLe.. It'.6 a.n alLea. we ha.ve lLecogn-i.6ed 
th-U ljeaIL a.6 a. 1Le..6ui.t on doing .6ome VeILlj .6imple. a.na..f.Ij.6.L6 on whlj 
people go." 
Only two units, Hotels K and M said that they had a lot of internal 
occupational changes, though this again was not supported by' the data 
collected. Hotel M, in fact had no internal transfers during the 
twelve months studied. ~otel L on the other hand showed quite a few 
internal changes and had just started a system called IRotational 
trainingl, as a method of training interested and proven staff in prep-
aration for opportunities to move internally if a vacancy arises. 
Generally, however, the concensus was that if a member of staff wished 
to transfer then management would consider it and proceed if it was 
thought that they were capable of managing the new work. Again, 
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however, the criteria for internal movement are not specific and are 
based on rather subjective qualities. The following two quotes illustrate 
this point quite clearly: 
and: 
" ... The.y' ve. got to have. .6pe.nt a .6U66iue.nt time. in e.a.c.h de.paJLtme.nt 
and not to jU.6t .6ay, "We11., I'm 6e.d up with thi.6 de.paJLtme.ntj.60 1 
want a c.hang e.." " 
" ... It would be. Jte.c.uve.d ve.Jty e.nthU.6iCL6Uc.a.i.ly by me., PJtovide.d, 
06 C.OWL6e. that the. hote.t WM going to be.ne.6it by it in .6ome. way. 
We. .don't move. pe.ople. 6Jtom one. de.paJLtme.nt to anothe.Jt i6 the.y 
alLe.n't good woJt..k.eJL6 in the.iJt own de.paJttme.Yl.t. UYLie.M 06 C.OWL6e. 
the.Jte. i.6 .6ome.one. who .6wk.u you M a boJtn Jte.c.e.ptioYl.i.6t and .6he.'.6 
.6tuc.k. in hOU.6e.k.e.e.ping." 
Finally we can compare the practices and policies relating to promotion 
and internal movement, with actual mobility figures. The chart below 
(Figure 4.2.1) shows the number of leavers, along with the rates of 
promotion and internal transfers in each hotel over the time span of 
one year. This compares the movements away from each hotel, with the 
extent of movement within, and shows a somewhat stark contrast, partic-
ularly in relation to the number of internal movements. The situation 
with promotions looks slightly healthier. However, the higher rates of 
promotion are found in the hotels with the highest rates of leavers, 
suggesting that promotion is more through necessity than' design. Only 
Hotel B shows a significant proportion of its vacancies being filled by 
the internal transfer or promotion of staff. Overall th~ internal 
movement accounts for 20% of all movements, which means that at least 
80% of all vacancies are filled from the external labour market. This 
seems to confirm our original theory that for hotels, the external 
labour market is strong, whilst within hotels the labour markets appear 
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" 
to be weak. 
FIGURE 4.2.1 Mobility figures for the hotels. 
HOTEL No. of Internal Internal 
leavers Movements Promotions 
A 237 9 20 
B 27 10 10 
C 83 3 12 
0 71 N/A N/A 
E 167 5 20 
F 285 25 78 
G 387 11 35 
H 51 0 3 
I 87 0 7 
J 26 N/A N/A 
K 104 20 20 
L N/A N/A N/A 
M 72 5 5 
N 10 0 6 
0 174 0 7 
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4.2.2.6 WORKPLACE CUSTOMS 
Custom has been described by DOERINGER and PIORE (1971) as "an unwritten 
set of rules based largely upon past practice or precedent. II It is a 
major factor in an understanding of an internal labour market as it both 
develops from employment stability and works to increase such stability. 
When employment is stable, workers who are regularly in contact develop 
smaller work groups or 'communities' and generate a range of unwritten 
rules governing each ones actions. These rules develop over time because 
of being practised repeatedly. However, because of this and the essentially 
unwritten nature of customary law, they are prone to be super5eded if a new 
practice is repeated more. 
What can be seen from customary practices is that, although custom tends 
to evolve around existing work structures, it is not responsive to economic 
change. Custom inhibits change and will, to a large extent, reflect 
employee interests and the balance of negotiating power at the time of 
inception. 
The existence of custom within an internal l'abour market structure will be 
indicated by personnel practices and policies,which are individual and 
unique to an establishment or to particular work groups. A firm will 
exhibit special ways of doing, or not doing things. 
As far as the actual work process is concerned customary practices are 
most likely to develop if jobs are not easily definable or output is not 
open to exact measurement. When judgement and discretion over work tasks 
by employees are an integral part of a job, standards are likely to 
become based on custom and practice and stabilised with time. 
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In hotels the output is clearly not easily measured for most jobs, and the 
tasks are subject to great variation due to the unpredictable and varying 
nature of the hotel~ trade. The extent of productivity measures and the 
use of job descriptions in the hotels interviewed would indicate the 
degree to which work processes are susceptible to distortion. 
Five of the hotels in the sample have no productivity measures at all 
(Hotels C,D,H,I and N). An example of the attitude taken by these hotels 
is shown by this quote by Hotel H in reply to a question about their 
productivity measures: 
"we. Me. a .6ma.U. hotel. .60 have. da.,Uy c.orr.:tac.t wUh the. .6ta66. We. 
c.an. n.o:tic.e. .i6 .6 ome.o n.e. '.6 n.ot pu.l.Un.g thw wUght." 
Most of the hotels who claimed to use measures to determine the output 
of the staff, however, still had a rather inadequate system: Ten of the 
hotels had a set number of rooms for a chambermaid to clean each day 
which was generally written in the job description; and a couple of hotels 
stipulated the number of guests to be served by each banqueting waiter/ess. 
Beyond this, productivity measures are effectively non-existent in those 
hotels. Only two establishments, Hotels A and B, seem to operate a more 
thorough and usable system. Hotel A hired the services of a specialist 
company to study the workings of their staff and set manning levels. 
Hotel B, on the other hand, assesses their staff productivity and per-
formance themselves once or twice a year to give manning levels through-
out the hotel. 
"Man.~n.g le.ve1..6 Me. qtU.te. de.M, la..id down., and c:U6pute.d. 16 
on.e. tak.e..6 hOU6e.k.e.e.p.ing 60Jt bt6tanc.e., U .i.6 .6upu.l.ate.d that the.Jte. 
Me. alway.6 two .6u.pe.Jtv.i.60JL6 on. duty at anyone. we.. Room maid.6 
Me. Jte.qu.-iAe.d to .6e.Jtv.ic.e. 12 be.dJtoorn6, and the.y wOJtk. betwe.e.n 9a.m 
a.n.d 2. 30pm. We. be..U..e.ve. that a Jtoom ma..id "v., c.a.pable. 06 .6e.Jtvic..in.g 
3 be.dJtoorn6 yJe.Jt.hoUJt on. ave.Jta.ge., wh.ic.h .i.6 two de.paJr.:tUJte..6 pe.Jt hoUJt 
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Olt a6 man!! a6 5 .6:ta!!.6 peJt hoUlt. Room maici6 on :the. o:theJt harui, 
COn6..L6:te.nti..!! :teLl U6 :that 10 ..L6 :the. maUmum :that can be. done., 
and how A.mpM.6ible. U ..L6 :to do 12. Ye.:t :the.!! a1.wa!!.6 manage. :to 
be. hiding 45 minute..6 be.60lte. :the. e.nd 06 :the. da!! which ..L6 :the. 
an6weJt :to :the. :two ItO om pltO ble.m. 
Wa6h up ..L6 ano:theJt alte.a wheJte. we. have. .6ome. ide.a 06 what .6:ta66 
.6hould WOltR.. We. .6a!! :theJte. .6hould be. one. peJL60n in :the. wa6h up 
601t 50 pe.ople., but :the. le.vel ne.veJt dJtop.6 below :two, .60 ill oni.!! 
whe.n :theJte. alte. in e.XCe..6.6 06 100 pe.ople. dining :that we. go on :to 
e.mplo!! e.x:tJta .6:ta66. 
Ba.nque.Ung ..L6 one. waUeJt:to 12 gUe..6U •• , :thaU quae. .6A.mple.. 
AiAo :to e.veJt!! 1 waUeJte..6.6e..6 :theJte. .6hould be. one. .6UpeJtv..L601t. The. 
1te..6:ta.uJtan.:t ..L6 molte. di66icuU, be.caU6e.:tO aJcJU.1le. at a manning le.vel 
we. have. :to Itel!! molte. on :the. be.havioUlt 06 :the. CU6:tomeJt - :the. Jta:te. 
a;t which the.!! al!..lU.ve. in :the. 1te..6:ta.uJtan.:t, what :the.!! oltdeJt, arui.6o on. 
We. :thinR. :that a waUeJt :6hould be. able. :to cateJt 601t 15 pe.ople., but 
:the.!! ma!! be. able. :to looR. a6:teJt a6 man!! a6 25 i6 :the. c&tc.um.6:tance..6 
alte. ide.aL Oni.!! i6 dining le.ve.U alte. veJt!! low do we. in.c.i.ude. :the. 
Jte.f.J:ta.uJtan.:t manageJt in :the. 6igUlte..6 be.c.aU6 e. :the.!! would be. doing 
no thing e.U e.. " 
The policies connected with job descriptions do similarly show great 
variation. Only five of the hotels (D,E,H,K and L) state that job 
descriptions are issued to all staff at the point of engagement or 
induction. The remainder fall into two categories. Firstly those 
that have job descriptions which are not given out to staff, but are 
made available and read at the interview or induction stage. These 
are often 'blanket' descriptions as Hotel I points out: 
" •• the.!!' Ite. not aU di6 6 eJte.n.:t. Comm..L6 601t e.xample. alte. aU 
ba6.i.c.aU!! the. .6ame. - jU6t one. job de..6CJvlption 601t aU comrni.6." 
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As such they still allow considerable leeway for job distortion to occur 
through customary practices. The final group of hotels all claim to be 
in the process of re-assessing their job descriptions and intend that 
one should be issued to all staff. These hotels (B,C,G,J and M) all 
suggest that the up-dating of job descriptions is long overdue. This 
would lead us to believe that current and specific job descriptions are 
not generally a high priority with most hotels, and that the exact 
content of jobs is often not known. 
One area where customary law often prevails in a strong internal labour 
market is with overtime payments. However the relationship between the 
level of overtime and customary law is neither straightforward or clear. 
The hotels in the s'ample show that overtime varies enormously, from one 
or two percent of the payroll, to over 30%. Generally the sample can 
be divided into two groups: those with few overtime payments, accounting 
for less than 5% of their total payroll; and those which pay about 10% 
and more of their payroll as overtime. Those in the latter group include 
Hotels A,C,D,I,J,K 0 and M. In some cases it would appear that high 
overtime levels would develop in the stable environment of an internal 
labour market, where customary law allows encumbent workers to cover staff 
shortages through workin~ overtime. This stable group will furthermore 
tend to reject new recruits in order to protect their enhanced earnings. 
This situation where overtime is used to cover staff shortages does seem 
to occur frequently among the hotel sample. Six of the hotels in fact 
quote it as their reason for overtime being allowed. Hotel 0, sums it 
up, saying: 
"In de.paJr;tme;n;U wheJle. we. have. pJtoble.rn6 we. have. a lot 06 .6ta66 do..i..ng 
oveJlt..i..me.." 
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of custom, but in opposition to overtime. Casual staff may be used as 
an alternative to overtime payments in some cases. However, having 
interviewed the hotel sample, it would appear that there are two distinct 
categories of casuals. Firstly, there are those which come from a regular 
pool and reflect the variable nature of the hotel business. This is part-
icularly so in a department such as banqueting. The second category of 
casual worker operates on a basis similar to overtime payments, where 
they are called in to cover staff shortages through sickness, holidays or 
just poor man-management. 
When questioned about the use of casual staff, only one establishment, 
Hotel I, showed any indication of customary law being involved. In 
situations where casual staff may be required for extra manpower, they 
give preference to full-time encumbent workers. Restaurant staff, porters 
and so on will double up on their own jobs to work in banqueting. 
Other areas where cliques may develop customary practices include staff 
rotas, payment systems, work bonuses and incentives, holidays and troncs 
or tipping. When the hotels were questioned about these areas, staff 
rotas and holidays showed no individual practices: work rostas were always 
organised by heads of department, with checks in some cases by managers, 
and holidays adhered to regulations set down by the Wages Councils, 
although ten of the sample allowed extra days holiday with additional 
years of service. Payment systems also followed standard practices, though 
Hotel I was unique in offering a Isub-systeml: 
"We. pay e.veIlybody by che.que. on the. owt 00 the. month, but on a 
fJUday and a Monday (.6ta66 J c.a.n come. to th-U 066ice. and we. can 
give. them c.tL6h upto the. value. 06 wha;t the.y have. e.aJlYLe.d up to that 
date.. So the.y can come. heJte. and. get a Ca.6h wage.. " 
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Grievances, similarly, followed a very standardised formal process, 
but were generally settled informally. The following quote, again from 
Hotel I, shows the most extreme example of 'informality', but does not 
seem to indicate toe involvement of any customary law: 
"U6u.a1i.!! gJU.evan.c.e..6 alLen.' t all .hWc.t all that. We don.' t have to 
have depaJttmen.tai lLeplLe..6en.tatiVe..6 ail.. the u.mei i6 .homeon.e doe..6 
have a gJU.evan.c.e the!! can. go .htILa.i.ght up to ! MartageIL), an.d .ha!! 
" I'm n.ot hapP!!" an.d he' l..l.. .h 01Lt J..t 0 ut 6 OIL them." 
Finally, in the area of customary influences within the internal labour 
market of hotels, we shall look at tipping and the tronc. Generally, it 
seemed to be one area where management and personnel preferred not to be 
involved and to know as little as possible about. Only two hotels (G and 
N) did not have a 'tronc' and all staff kept their own tips. The remaining 
establishments seem to do the same for all departments with the exception 
of the restaurants where troncs were standard practice. For the actual 
workings of the system, replies from the hotels varied. Four managers 
(Hotels B,C,J and K) did not know how the tips were divided. A further 
three hotels (D,H and L) stated that all earnings from the tronc were 
divided equally among the restaurant staff who had been working. Finally, 
the remaining hotels operated a points system to share the dividends, 
which was operated by the restaurant manager. For example Hotel M 
explains their system: 
"In the lLe..6taUlLan.t li2, then. done on a po..[w .h!!.htem. The!! aU 
.htaJLt on two po..[w, the .hUPeILv-iAOIL6 aILe on. 5 po..[w an.d the 
lLe..6tawc.an.t manageIL -iA on. 4 po..[w 61L0m each lLe..6taulLan.t." 
Clearly the evidence from the hotels concerning the existence and extent 
of custom is inconclusive. It is an area which is difficult to define 
and because of its almost natural process of development, it often goes 
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unnoticed even by those involved. What would seem apparent from the 
hotel interviews, is that the structure and nature of the work in the 
hotel industry is such as to be conducive to the development of customary 
practices. However; there would appear to be little, if any, evidence of 
progress in this area from the information gained through the interviews. 
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4.2.2.7 PAY DIFFERENTIALS 
Consideration of pay differentials as an indicator of the character 
of an internal labour market refers to changes in the wages of staff 
in different occupations over time. The relationship between such 
changes and the internal labour market composition is reasonably 
clear: one would expect a strong internal labour market to contain 
rigid differentials fixed over time. This results for two reasons. The 
strength of the internal structure and the rules governing it will firstly 
exclude the influence of competitive market forces on wages; and if staff 
are to value stability of employment, they require fixed promotion channels 
and fixed pay differentials as incentives. 
With a weak internal labour market, on the other hand, one would expect 
pay differentials to vary over time, being influenced by external economic 
conditions. Pay differentials would be subject to immediate variations 
in the supply and demand for labour and skills. Furthermore, an absence 
of some unifying control over wage decisions internally within an estab-
lishment may lead to wage inequities. This in turn would tend to impair 
workforce morale and productivity and further destroy any internal market 
structure. 
However an analysis of wage differentials as an indicator of internal 
labour market structure is not necessarily that simple, and other complic-
ations arise. The problem is essentially one of interpretation. Even if 
the measurement of wage differentials shows wild fluctuations, it may not 
indicate a weak internal labour market exposed to the variable pressures 
of the external market. Instead such a situation could result from 
deliberate decisions by management to alter hiring standards. Equally, 
in reverse, this same reasoning could apply when the differentials remain 
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constant. It follows, therefore, that the measurement of wage differ-
entials alone can be misleading unless interpreted with the knowledge 
of ports of entry and hiring standards for the same time period. 
Given this stricture, the following is a short illustration extrapolated 
from a hotel wage survey (1) to show the volatility or stability of wage 
differentials over a four year period. Four occupations have been used, 
which were chosen because they are likely to be at the edge of the 
external labour market. As such they will form ports of entry and will 
probably reflect the extent to which the internal labour market structure 
shields such jobs from the external economic forces. 
In the figures following, the wage of a room-maid each year equals an 
index of 100. The other three occupations, commis chef, waiter/ess, and 
kitchen porter, are shown in relation to this. The figures in brackets 
are the most important ones, showing the variability of the differential 
between the four occupations. (See Figure 4.2.2) 
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Figure 4.2.2 Indexed Pay Differentials 1983-1986 
. 
HOTEL 1 Room maid Commis chef Wa iter/ess Kitchen porter 
Year 1 100 (10) 110 (10) 110 ( - ) 100 
Year 2 100 (14) 114 (29) 129 (14) 114 
Year 3 100 (19) 119 ( 6) 106 ( 3) 97 
Year 4 100 (17) 117 (23) 123 ( 7) 107 
HOTEL 2 
Year 1 100 (62) 162 (75) 175 (62) 162 
Year 2 100 ( 6) 106 (13) 113 ( 6) 106 
Year 3 100 (40) 140 (98) 198 (110) 210 
Year 4 100 (17) 83 (33) 133 (15) 115 
HOTEL 3 
Year 1 100 (14) 86 (12) 88 ( - ) 100 
Year 2 100 ( 8) 108 ( 8) 108 ( 8) 108 
Year 3 100 ( 4) 104 (11) 111 ( 5) 105 
Year 4 100 ( 3) 103 (23) 123 (16) 116 
HOTEL 4 
Year 1 100 (18) 82 (32) 68 (21) 79 
Year 2 100 (18) 118 ( 9) 91 ( - ) 100 
Year 3 100 (11) 111 ( 8) 92 ( 5) 105 
Year 4 100 ( 9) 109 ( 3) 97 ( 6) 106 
HOTEL 5 
Year 1 100 ( 5) 105 (54) 154 ( - ). 100 
Year 2 100 ( 1) 101 (22) 122 ( - ) 100 
Year 3 100 (16) 116 (45) 145 ( - ) 100 
Year 4 100; ( 9) 109 (31) 131 ( - ) 100 
HOTEL 6 
Year 1 100 ( - ) 100 ( - ) 100 ( - ) 100 
Year 2 100 ( 9) 109 ( - ) 100 ( - ) 100 
Year 3 100 
- - ( - ) 100 ( - ) 100 
Year 4 100 ( 7) 107 ( - ) 100 ( - ) 100 
(Extracted from Caterer and Hotelkeeper. Rates of Pay Survey 
1983-1986) 
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This small sample illustrates the problem of interpretation. On the face 
of it, Hotels 1,2,3 and 4 appear to have volatile wage differentials and 
one might assume a weak internal labour market. However, to confirm this, 
hiring standards would have to have remained unchanged over the four year 
period. This we do not, though, have information to corroborate. 
Hotel 6 shows a clearly different situation which could suggest a strong 
internal labour market shielding the wage differentials from the varying 
economic forces of the external market. On the other hand it could be 
just that the management of that hotel accepts a variable hiring standard 
for one set of wage rates. 
Interestingly, Hotel 5 contains elements of both the previous sltuations, 
and simply illustrates the danger of assuming one type of market within 
an organisation. 
Clearly, therefore, although the existence of pay differentials which 
remain fixed over time are a major structural feature of a strong internal 
labour market, they cannot be viewed as evidence in isolation of other 
factors. Wage structures and allocative structures if varied will effect 
changes in each other. Because of the limitations of the data and corrobor-
ativ~ information collected from the hotel survey, we are therefore unable 
to form any firm theories from this section as to the relationship between 
pay differentials and the internal labour market in these hotels. 
- 262 -
4.2.3 SUMMARY 
Perhaps the most obvious findings of the study are, firstly, that the 
mobility figures strongly suggest a heavy reliance upon the external 
labour market; and secondJy, that the overall approach to manpower 
administration and management can best be described as lad hoc l . 
In terms of openness to the external labour market, the study found 
that with only a few exceptions, all positions in all hotels were open 
to outside applicants. The exceptions tended to be either supervisors 
or jobs which, by tradition, are passed between employees within the 
hotel. At the same time, the methods used to recruit were highly 
flexible, depending entirely on the circumstances. This is not part-
icularly surprising. More relevant to the notion of openness, however, 
is the restrictiveness of hiring criteria. The more rigid the hiring 
standards, the more likely the organisation is to fall back on internal 
resources. Here again, the study found little evidence of formally 
communicated hiring standards. OnJy six out of the fifteen hotels had 
any laid-down selection criteria. In the majority of cases, hiring 
standards were a matter of informal norms, existing but not written down. 
It-was noticeable, however that formality increased significantly for 
supervisory positions upwards. The overall impression gained is that 
hotels are almost completely open to their external labour markets. 
It has been argued elsewhere (3) that the hotel industry must by deduction, 
be undertaking a great deal of on-the-job training. In a sense, the study 
confirms this - on job training and induction training are clearly estab-
lished activities in all but two of the hotels studied. Here again, though 
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the character of such training followed the pattern of flexibility, and 
was largely unplanned. Moreover, it was also minimal or competence 
training and appeared to have no elements of intended development. This 
is reflected in the findings on internal transfers and promotions. A 
strong internal labour market would be expected to allocate skills from 
within itself. This is clearly not the case in hotels, as the apparently 
low numbers of transfers and promotions indicate. 
There is suggestion of a dilemma here, as all but two of the hotels 
stated a clear preference to promote from within. Ye~ the number of 
promotions and transfers is small. OUr interpretation of this would be 
that the number is only small in relation to the overall rate of labour 
turnover. There are two possibilities here: in the first place, manage-
ment may be fulfilling its intention to promote, but is overwhelmed by 
the velocity of turnover; or, secondly, that the desire to promote 
internally is not fulfilled because of the absence of formal incentives 
for employees to stay. It may be that the level of movement between 
jobs within the organisation is perfectly explainable by the job 
structures themselves, which may not be amenable to the easy transfer 
and upgrading of skills (4). If this is so, then it makes the expressed 
intentions of managers in this area look somewhat curious. On the other 
hand, this may reflect the maintenance of artificial Iskill I distinctions 
which, whilst militating against internal promotion, may serve other 
managerial control purposes. 
In terms of the actual criteria used for promotion, the study found a 
pronounced favouring of merit, although only six of th~ hotels excluded 
seniority absolutely. However, the study also found that only in two 
hotels were the criteria for promotion actually enshrined in a written 
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policy. Furthermore, there is little evidence of formal performance 
measurement. Only three of the sample operated appraisal schemes and 
only five used rough measures of productivity. This is not to say that 
performance is not appraised, merely that the study suggested that such 
appraisal is done informally in an ongoing 'and arbitrary way. 
In fact, each of the areas studied drew the same portrait; one of informal, 
flexible and arbitrary management practices. In figure 4.2.3 the overall 
level of formality has been summarised and developed as a simple formality 
'index' based on the proportion of possible formal personnel practices 
actually in operation. 
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In none of the 14 hotels has there been a comprehensive bureaucratisation 
of the employment relationship. In particular, formal promotion criteria, 
appraisal systems, productivity measures, job descriptions, the control of 
casual staff and formal grievance procedures - the standard paraphernalia 
of a formalised and, by intention, long-term employer-employee relationship 
_ are absent in the majority of hotel organisations. From these figures, 
one can conclude that the hotels on the sample did not generally adopt 
what Edwards describes as 'Bureaucratic Control' (5). (See section 1.3) 
If indeed management's use of their options is an indicator of the char-
acter of an internal labour market, and if indeed we can assume that the 
level of labour turnover is also a rough indicator, then it would be 
reasonable to expect that these indicators might coincide. Here, however, 
they do not. The columns in Figure 4.2.4 are for rate of labour turnover, 
number of employees and degree of formality. 
Figure 4.2.4 
Hotel Labour 
Turnover 
% 
A* 55.2 
B 62.8 
C 89.2 
D 55.0 
E* 64.7 
F* 92.5 
G* 119.1 
H* 70.8 
I 69.6 
J* 32.9 
K* 51.5 
M* 65.0 
N 14.3 
0* 67.2 
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No. of 
Employees 
429 
43 
93 
129 
258 
308 
325 
72 
125 
79 
202 
111 
70 
259 
Degree of 
Formality 
% 
53.9 
61.5 
15.3 
53.9 
61. 5 
76.9 
61.5 
38.4 
30.7 
15.3 
61.5 
30.7 
15.3 
53.9 
(Hotel L not 
included) 
* Chain hotel 
No significant correlations were found between any of these variables. 
All that can be said is that the degree of formality is likely to be 
greater in a chain hotel. One can argue, however, that in absolute 
terms the degree of formality found here is so minimal, and therefore 
that the internal labour markets are so weak that differences in labour 
turnover between hotels cannot be explained by differences in formal 
management practices. 
In the area of pay differentials, not too much can be read into this 
small investigation, particularly as the four occupations studied are 
at a level where one would expect them to be exposed to the external 
labou~market. However, it does show random changes in the relative 
value of jobs, with differentials changing up and down. The picture 
here is again one of an absence of formalised internal rules, or at 
least an absence of effective ones. Only one of the hotels seems to 
have stability (see Figure 4.2.1). Given this type of constant change 
in those occupations, it is difficult to envisage more stable layers 
above. 
1. DOERINGER, P.B. and PIORE, M.J. Internal Labour Markets and Manpower 
Analysis. Massachusetts: Heath Lexington Books, 1971. 
2. Caterer and Hotelkeeper. Rates of Pay Survey, 1983-1986. 
3. RILEY, M. "The Role of Mobility in the Development of Skills". 
Hospitality, March 1980, pp.82-83. 
4. RILEY, M. (1980) Op.cit .. 
5. EDWARDS, R. Contested Terrain. London: Heinemann, 1979. 
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4.3 STAGE II - THE DATA FORMS 
4.3.1 INTRODUCTION 
It should be remembered at this point, that in section 3.1.1, one of the 
objectives set out was lito investigate further any conspicuous charact-
eristics which emerge from the study of labour turnover, in so far as 
they can be represented by the overall data collected". This part of 
the project seeks to fulfil this objective by testing a series of hypo-
theses covering a variety of different aspects of the labour turnover 
phenomenon, which derive from earlier parts of this study, or from ideas 
thrown up by previous research. 
The results of this section are obtained from data collected from the 
staff records of the hotels participating in Stage II (see Section 3.3.3 
for further details of the hotel sample). Each hotel was asked to com-
plete two forms - one covering details of their current employees; the 
other, details of all staff who had left their employ in the preceding 
one year period. These forms required information on age, gender, 
marital status, length of service, type of contract, occupation, trades 
union membership, pay and pay interval, overtime, absence and for leavers 
only, their reasons for leaving. Some of these classifications were 
later dropped because insufficient data was forthcoming. Examples of the 
forms sent out are given in Appendices V and VI. 
Unfortunately, not all of the 15 Stage II hotels were able to complete the 
information sheets for their current employees and / or for those staff who 
had left over the preceding year. However, it was possible to obtain nine 
complete, or virtually complete, sets of data for this analysis, from 
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hotels A, B, C, 0, F, G, H, I, and J. These sets of data represented a 
total of 1600 'current' employees, and 1218 'leavers'. 
It is probably worth noting at this point that, despite the pilot studies 
used in the development of the project, in practice the data information 
forms proved to have various shortcomings. One of the main reasons for 
this is that the data collected was governed to a large degree by the 
extent to which the hotels collected records of their staff, and by the 
form which these records took. In addition, there were limitations in 
the time which the hotels had available to convert the data on their 
records (which were largely considered confidential) to a form which could 
be assimilated for all the hotels in the sample. The collection of infor-
mation for this part of the study clearly indicated a lack of standardis-
ation of staff records among hotels, and even among hotels within the same 
overall organisation. 
As a result of these restrictions the final version of the data charted 
the occupation of staff in each hotel against all the other categories. 
This provided the opportunity to analyse the workforce and the leavers, 
but limited the cross-analysis of other variables. At later stages in 
this chapter the restrictions to the analysis so caused will become more 
apparent. 
However, despite these shortcomings, the data collected are quite exten-
sive,. and clearly sufficient to introduce and examine various ideas in 
relation to the sample of hotels used. 
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4.3.2 THE HYPOTHESES 
The hypotheses which are investigated in this section are as follows: 
4.3.2.1 HYPOTHESIS 1: The hotel workforce has two distinct elements, 
one, comprising stable workers, the other of more mobile, 
unstable workers. 
4.3.2.2 HYPOTHESIS 2: The stability of hotel workers is determined 
by the nature of the work and the technology of different jobs, 
and will therefore vary with occupation. 
4.3.2.3 HYPOTHESIS 3: Workers in 'back-of-house' jobs will be less 
stable than those in 'front-of-house' occupations. 
4.3.2.4 HYPOTHESIS 4: Workers in 'back-of-house- jobs will give reasons 
for leaving significantly different from 'front-of-house' staff. 
4.3.2.5 HYPOTHESIS 5: The pattern of reasons for leaving will be the 
same for each hotel. 
In the following section each hypothesis is considered separately, with 
a brief introduction to the development of the hypothesis and the relevant 
theory to sustain the argument, followed by an account of the analysis and 
the ensuing results. 
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4.3.2.1 HYPOTHESIS 1: The hotel workforce has two distinct elements, 
one comprising stable workers, the other of more mobile, unstable workers. 
Several studies have suggested that staff in organisations can be divided 
into groups according to their propensity to leave (1). There may be some 
staff who seem stable and settled at work and who show considerable length 
of service. Even in units experiencing exceptionally high rates of turn-
over, it would seem possible to find pockets of these 'hard-core ' , stable 
workers. At the other extreme there are more transient staff with very 
high rates of turnover. JOHNSON (2), for example, quotes one waiter who, 
at 30 years of age, claimed to have worked in 50 different establishments, 
giving an average of 3.3 jobs each year. Clearly then, there are vast 
differences in the stability of individual workers, which leads to various 
questions: To what extent do these variations in turnover rates reflect 
individual decisions? Is there a distinction between the 'stable ' workers 
and 'unstable ' workers? And, if this latter is so, what causes this 
distinction? 
Hypothesis 1 suggests that the workforce of hotels consists of a stable 
and an unstable element, though not necessarily discrete groups, which 
shall be defined, for sake of argument, as having more than one years 
service, or less than one years service, respectively. 
One reason for supporting the idea of a 'stable ' and an 'unstable' element 
in the hotel workforce~ lies with the theory behind labour market segment-
ation (see also Section 1.3). As mentioned earlier, EDWARDS (3) argues 
the existence of different forms of internal labour ma!ket which may be 
created by management within a single organisation to discriminate among 
staff. Primary labour markets, he suggests, are the consequence of 
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bureaucratic control where employers have 'bought' the predictability, 
service, and loyalty of key workers by offering job security, status, 
an enlarged or potentia)ly enlarged job content, relatively high pay, and 
a close specification of employee rights and duties through rules and 
procedures. In hotels, the primary labour market could be defined in 
terms of training and experience, engulfing managers, supervisors, and 
craft workers such as chefs. 
For unskilled workers, on the other hand there are secondary labour 
markets, which EDWARDS (4) describes as being the product of 'simple ' 
control. Employers seek to retain flexibility through a 'hire and fire ' 
practice, through an arbitrary management system, and the deliberate 
recruitment of types of workers who are prepared to accept, or unable to 
refuse, such terms of employment. Secondary labour markets are therefore 
characterised by low pay, part-time work, insecurity, a reliance on 
'marginal I workers, and a high level of labour turnover. 
This suggestion that both a primary and a secondary labour market may 
operate within hotels, also seems to have been supported so far by earlier 
results in this study. In Section 4.1.3, for example, there was evidence 
of a large proportion of relatively stable staff with over one years 
service; and the remaining workers with less than one years service who 
would have to be very mobile to account for the levels of turnover report-
ed. In addition, in the Stage II interviews several hotel managers or 
personnel managers stated that their attitudes towards training or pro-
motion will vary for different staff (see Section 4.2.2), dependent on 
the potential they see in those workers. This would seem to support the 
notion that management in hotels choose to develop a primary labour market 
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structure for key personnel within their organisations, and hence create 
a two tier division of the labour market. 
TESTING THE HYPOTHESIS 
Two measures were used to investigate this hypothesis - the annual labour 
turnover rate; and the stability index. In this way it became possible 
to establish a picture of the extent to which staff left the hotels, and 
the extent to which they stayed. 
Calculating labour turnover and the stability of staff 
The labour turnover rate was calculated as an annual figure for each of 
the nine hotels and overall for the whole sample. The formula used was: 
Annual turnover = No. of leavers 
Av. No. employed 
x 100 
However, this calculation has to be qualified in that the laverage 
number empl oyed I was derived from the number of current employees. 
This makes a rather large assumption that the total workforce had remained 
at a constant level over the previous year. This same assumption accom-
panies any calculation of labour turnover rates found in this section of 
the project. However, the validity of this assumption for the overall 
hotel rates of turnover was checked by referring to the Stage I question-
naires for the relevant Stage II hotels. These Stage I questionnaires 
recorded the level of employment in each hotel at the beginning, middle, 
and end of each year. In each case the annual fluctuation of the overall 
workforce was minimal (ie. below 3%) and the calculation of the labour 
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turnover rate by the two sets of figures showed little disparity (see 
Figure 4.3.1). It is therefore felt that in this situation the assump-
tion that the current employees will adequately represent the average 
number of people employed over the year, is justified, although the 
labour turnover rates quoted in this section should probably still be 
considered as approximations. 
Figure 4.3.1. Calculation of labour turnover rates using different 
data for the same period of time. 
Labour turnover rates 
HOTEL Stage I data Stage II data 
A 58 55.2 
B 67 62.8 
C 84 89.2 
0 55 55.0 
F 94 92.5 
G 115 119.1 
H 69 70.8 
I 68 69.6 
J 35 32.9 
The second calculation, that of the stability of staff in the hotels, 
was calculated using the formula: 
Ln 
Stability index = _-x 100 N x n 
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where: 
Ln = the sum of the lengths of service (in months) of all 
employees with less than 1 years service, plus 12 times 
the number of employees with 1 year or more of service. 
N = total number of current employees. 
This calculation also needs qualifying on the grounds that the length 
of service of all employees at a fixed date (Ln) has been derived from 
a length of service frequency distribution, and therefore is only an 
estimate. The stability index used here makes two assumptions: 
i. That stock size remains constant (this appears to be reasonable 
because, as just mentioned, little fluctuation was found). 
ii. That the length of service is taken as the mid-point in each 
category, and everyone with more than one years service is said 
to have just one years service. Thus, with the categories used 
in the frequency distribution; 
a 3 months = 1.5 months 
3 - 6 months = 4.5 months 
6 -12 months = 9 month 
1 + years = 12 months 
Turnover and stability results 
The turnover rates and stability indices for the hotels in this sample 
are given in Figure 4.3.2, along with total values for the sample. 
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Figure 4.3.2. Labour turnover and stability in the hotel sample. 
HOTEL Labour turnover rate Stability Index 
A 55.2 77 .0 
B 62.8 96.5 
C 89.2 75.4 
D 55.0 75.5 
F 92.0 71. 2 
G 119.1 71.6 
H 70.8 76.9 
I 69.6 76.6 
J 32.9 71.7 
TOTAL 76.1 74.8 
Figure 4.3.2 shows some interesting results. Firstly, there is consid-
erable variation among the rates of staff turnover for hctels in the 
sample. The standard deviation, catculated on the rates of turnover 
showsan average dispersion from the mean value of 25.3. This is quite 
considerable, especially when compared to the dispersion of values for 
the stability index of the same nine hotels. The standard deviation of 
stability indices is 7.7 for the hotel sample. Therefore, although the 
hotels all exhibit similar levels of stability, the turnover levels 
clearly vary widely from one hotel to another. 
In order to understand these results it should be remembered that the 
annual labour turnover rate measures only those staff who have left an 
organisation within a given time period, and may include new staff who 
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replace the original leavers and also subsequently leave. The measure 
of labour turnover is therefore not in any way related to the proportion 
of the labour force who stay. 
On the other hand, the stability index is a percentage of the maximum 
amount of service which could have been achieved if all the employees 
of an organisation had remained with the firm. It follows therefore, 
that a general consistency in the stability rates suggests that each 
hotel gains a similar level of service from those employees who stay 
{i.e. the stable element}. Those who leave contribute little to this 
figure. The dissimilarity of rates of turnover among the hotels, suggests 
that there is an 'unstable ' element who change jobs several times within 
each year, and that this level of instability is subject to fluctuations. 
In other words, variationsin the turnover levels are largely a reflection 
of the velocity with which the 'unstable ' workers change employment. 
The idea of a stable and an unstable element in the workforce is further 
confirmed if the length of service frequency distribution for the hotels 
is considered. This is given in Figure 4.3.3. 
This distribution shows the 'stable ' element to represent 56% of the 
workforce, if 'stable ' is taken to mean those who have remained in the 
same job for at least 1 year. (Even if 2 years service is considered 
to be the level of stability, the stable element of the workforce still 
represents a large proportion at 42% of the employees.), 
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Figure 4.3.3. Length of service frequency distribution of current 
employees as a % of the total workforce. 
HOTEL 1 1-3 3-6 6-12 1-2 over 2 
month months months months years years 
A 5.5 7.5 13 15 11. 5 47.5 
B 0 0 0 14 53 33 
C 4 14 9 13 11 49 
0 4 14 9 12.5 13 47.5 
F 8 11 13 17 14 37 
G 12 7 9 24 13 35 
H 6 8 12.5 12.5 10 51 
I 6 8 10 17 16 43 
J 15 6 10 13 17 39 
TOTAL 
ALL HOTELS 7.5% 9% 10.5% 17% 14% 42% 
Standard 
Deviation 4.2 2.9 2.0 3.5 12.7 6.3 
To emphasise the instability of the 'unstable ' workers, however, one 
should also consider Figure 4.3.4, which shows the length of service 
frequency distribution for leavers from the hotel sample. Figure 
4.3.4 shows that overall, 70% of leavers from the hotels had less than 
one years service, and therefore had changed their employment at least 
twice in that year. It would also seem apparent that there is greater 
fluctuation, from one hotel to another, among the leavers than the 
current employees, as suggested by the standard deviations for each 
column. This gives further support to the theory that the dispersion of 
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labour turnover rates is caused, to a large extent, by fluctuations in 
the velocity of turnover of the 'unstable' element of the workforce. 
Figure 4.3.4. Length of service frequency distribution of leavers as 
a % of the total leavers. 
HOTEL 1 1-3 3-6 6-12 1-2 over 2 
month months months months years years 
A 8.5 12.5 16 13.5 20 29.5 
B 0 0 11 51 19 19 
C 17 13 14.5 14.5 16 25 
D 15 27 27 21 3 7 
F 12 19 21 21 12 15 
G 26 23 19 12 11 9 
H 20 29 11.5 14 14 11.5 
I - - - - - -
J 4 4 8 38 23 23 
TOTAL 
ALL HOTELS 16.5 19 18 17 13 16.5 
Standard 
Deviation 6.6 9.8 5.8 13.1 5.9 7.6 
It would seem apparent from the results so far that the hotel workforce 
does comprise two distinct elements - of stable and of unstable workers -
and this tends to confirm the hypothesis proposed. 
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4.3.2.2 HYPOTHESIS 2: The stability of hotel workers is determined 
by the nature of the work and the technology of different jobs, and 
will therefore vary with occupation. 
It is worth noting at this point, that the most commonly used measure 
of turnover, the crude annual labour turnover rate, is one that focuses 
attention on those staff who have left an organisation. This is clearly 
a weakness because once staff have left, there is little that organisation 
can do about it. Therefore, from the point of view of investigating 
labour turnover in order to seek a possible means of reduction, it is the 
'stable' element of the workforce to which attention should be drawn. Not 
only are those workers the ones of value to the organisation, giving a 
core of continuity to their operation; but they also constitute the element 
of the situation which is controlled, or potentially controllable, by the 
organisation. Not only is it important to find out why staff leave, but 
it is equally important to establish what makes others remain in their jobs. 
The extent to which this study is able to investigate the character of 
those staff who might make up the stable and unstable elements of the 
workforce is limited (as mentioned earlier in Section 4.3.1). However, 
Hypotheses 2 and 3 are formulated in terms of one aspect of this problem _ 
the extent to which stability or instability is· related to occupational 
differences. 
Occupational differences in stability. 
The idea that the stability of staff will vary with occupation is not a 
new one, and there is some evidence from past studies which shows such 
variation. For example, SHAMIR's (5) work in hotels found that a 
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'workers instrumental, expressive and social orientations to work' have 
similarities within an occupational grouping, and within that occupation 
even when compared from one hotel to another. 
The centre of this theory would seem to revolve around two propositions: 
It could be that the intolerable nature of certain jobs breeds instability 
among workers; or, alternatively, there may be, in the secondary labour 
market, a proportion of unstable people whose instability renders jobs 
incapable of proper organisation and control. 
Taking the first proposition, KERR and SIEGAL (6) questioned the extent 
to which behavioural differences can be attributed to differences in the 
technology of the work, although their study left the problem very much 
unanswered. Later works by SAYLES (7) and by WOODWARD (8) considered 
the same angle, and pointed towards the technological process of the firm 
as being a key determinant of individual behaviour. SAYLES went on to 
classify four groups of worker type - apathetic, erratic, strategic and 
conservative - a classification based on common behavioural patterns 
which were derived from conmon workshop technolo~. 
There would seem to be little, if any evidence to support the idea of 
unstable people rendering certain jobs 'unstable'. SHAMIR (9), if 
anything, favours a combination of factors, whereby 'unstable' people 
tend to choose jobs that fit their 'unstable' orientations to work. 
Hypothesis 2 follows on from these ideas of occupational differentials in 
stability of staff as manifestations of leaving behaviour. Within the 
limitations of the data, it is possible to compare the leaving behaviour 
of staff in different occupations, with a view to establishing whether 
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there is a direct relationship between turnover and occupation; and also 
to compare the leaving behaviour of staff in one occupation with that of 
staff in the same oc~upation in other hotels in the sample, along similar 
lines to the research carried out by SHAMIR (10). 
TESTING THE HYPOTHESIS 
The analysis of this hypothesis formed three parts. Firstly, tests were 
carried out to see if the stability and instability of workers varied with 
occupation. Then the same occupational groupings were used to see whether 
the proportion of stable to unstable workers varied. And finally, based 
on SHAMIR's (11) work, a comparison was made to see if workers in one 
hotel showed similar patterns of stability or instability as their occupat-
ional counterparts in the other hotels. 
Comparing labour turnover rates and stabilty indices by occupation. 
The hotel data collected comprised information on twenty occupational 
groupings of workers. Using this data collected from nine of the Stage 
II hotels (ie. those from which the data was complete) the labour turn-
over rate and stability index were calculated for each of the hotel 
occupations. (see Section 4.3.3.1 for a discussion of the calculations 
involved). This provided twenty sets of figures which could be compared 
to highlight any differences in stability and instability by occupation. 
This data is given in Figure 4.3.5. 
The results of Figure 4.3.5 are quite clear; There is great variation in 
the rates of labour turnover from one occupation to another, yet the 
stability index shows little variation. The standard deviation values 
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Figure 4.3.5 Rates of Turnover and Stability for staff in different 
Hotel Occupations. 
OCCUPATION LABOUR TURNOVER STABILITY INDEX 
RATE % % 
Receptionist 74.6 78.0 
Reservations 12.5 85.9 
Telephonist 29.5 83.1 
Administration 57.7 81.6 
Maintenance 46.8 84.0 
Hall Porter 62.8 83.1 
Housekeeper 73.1 73.1 
Li nen Room 63.0 79.3 
Cleaner 64.1 78.7 
Chambermaid 94.5 69.7 
Barstaff 81.8 76.1 
Kitchen Porter 120.6 70.5 
Stbreman 114.3 71.4 
Chef 73.3 71. 6 
Waiter 94.7 69.6 
, Restaurant Manager 62.1 75.8 
Floor Service 28.0 66.0 
Staff Canteen 8.3 84.4 
Banq. and Conference 45.2 92.7 
Security 30.0 61. 2 
STANDARD DEVIATION 
OF VALUES 30.97 7.72 
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show the extent of occupational differences in stability and in instability. 
The labour turnover rates show a standard deviation of 30.97, while for the 
stability indices the standard deviation is only 7.72. 
These results are very similar to those quoted in section 4.3.3.1, which 
compared both labour turnover rates and stability indices for all the 
hotels in the sample. In that situation they tended to confirm the 
hypothesis that the workforce in each hotel comprised a stable and an 
unstable element. Here, the results can be interpreted similarly, to 
suggest that there are stable and unstable elements in each occupation. 
Clearly, these results do not support hypothesis 2 and tend to suggest 
a modification to the original theory. It is suggested here that the 
stable and unstable elements represent a primary and secondary labour 
market structure within all jobs; and not that certain occupations offer 
primary labour market conditions whilst others offer secondary conditions, 
as is propounded by conventional wisdom on the subject. In this way, the 
technology of different occupations will only affect the leaving behaviour 
of the unstable element of the workforce who belong to the secondary 
labour market. Those in the primary market have instead I committed I their 
service for the additional security and benefits offered, and so have 
, become immune to the 'push' forces created by different technologies. 
Proportion of 'stable ' to 'unstable ' workers. 
This next test investigates the proportion of stable workers to unstable 
workers in each occupation to highlight the extent to which there is 
variation in the overall stability of each job classification. A chi-
square test was carried out on the Null hypothesis that the proportions 
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of workers with more than one years' service and those with less than one 
years' service will be the same for all occupations within the hotels. 
The observed and exp~cted values along with the respective chi-square 
values are given in the contingency table, Figure 4.3.6. The expected 
values are calculated from the overall proportion of staff with less than 
or more than one years service. 
This test produces an overall X,2 value of 60.75 at 19 degrees of freedom, 
which is clearly outside the 0.05 confidence level, and therefore rejects 
the Null hypothesis. 
However, a closer look at Figure 4.3.6 and the X2 values produced, high-
lights the fact that there are a handful of occupational groupings which 
contribute over half of the ~2 value. The key occupations here would 
seem to be maintenance, hall porters, chambermaids, and banqueting and 
conference staff. Thus, if these four occupations are removed from the 
calculation a revised ~2 value of 19.31 at 15 degrees of freedom ;s 
obtained. This lies well within the 0.05 confidence limit of 24.99, and 
therefore suggest~;,that the data supports the Null hypothesis for all but 
four of the occupational categories. Those four occupations, maintenance, 
hall porters, chambermaids and banqueting and conference staff, show a 
significantly different proportion of 'stable' to 'unstable' workers from 
the overall proportions. 
A closer look at the proportion of workers with more or less than one 
years service in these four occupations shows whether they are more or 
less stable than the overall population (see Figure 4.3.7). 
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Figure 4.3.6 Contingency table for the ~ test on the stability 
of staff in different occupations . 
. 
OCCUPATION < 1 Years service > 1 Years service 
0 E Je1 0 E Xl. 
Receptionist 56 53.6 0.11 66 68.4 0.08 
Reservations 3 3.5 0.08 5 4.5 0.06 
Telephonist 18 21.1 0.45 30 26.9 0.35 
Administration 33 45.7 3.53 71 58.3 2.76 
Maintenance 21 34.7 5.42 58 44.3 4.24 
Hall Porter 29 46.1 6.36 76 58.9 4.99 
Housekeeper 33. 29.4 0.43 34 37.6 0.34 
Linen Room 20 20.2 0 26 25.8 0 
Cleaner 17 23.3 1.7 36 29.7 1. 33 
Chambermaid 145 120.4 5.03 129 153.6 3.94 
Barman 20 19.3 0.02 24 24.7 0.02 
Kitchen Porter 59 53.2 0.64 62 67.8 0.5 
Storeman 3 3.1 0 4 3.9 0 
Chef 73 64.1 1.22 73 81. 9 0 .. 96 
Waiter 119 107.2 1. 3 . 125 136.8 1.02 
Restaurant Manager 16 12.7 0.83 13 16.3 0.65 
Floor Service 25 22 0.42 25 28 0.33 
Staff Canteen 3 5.3 0.98 9 6.7 0.77 
Banq. and Conference 5 13.6 5.46 26 17.4 4.28 
Security 5 4.4 0.08 5 5.6 0.07 
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Figure 4.3.7 Proportion of workers with less than, or more than, one 
years service (selected occupations). 
OCCUPATION % workers with % workers with 
1 years service 1 years service 
Maintenance 27 73 
Hall porter 28 72 
Banqueting and 
conferences 16 84 
Chambermaid 53 47 
TOTAL HOTEL 
POPULATION 44 56 
It becomes apparent from this, that whereas staff employed in maintenance, 
in banqueting and conferences, or as hall porters are significantly more 
stable than hotel staff in general, chambermaids would seem to be signif-
icantly less stable, with only 47% having one year or more of continuous 
employment. 
Comparing occupational stability across the hotel sample. 
The results so far offer an overview, encompassing all the hotels in 
the sample. This section looks more closely at the relationship between 
occupation and stability or instability, across the individual hotels. 
Figures 4.3.8 and 4.3.9 show the rates of turnover and stability, 
respectively, for each occupation, in each hotel. 
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Figure 4.3.8 Labour Turnover by Occupation for each Hotel. 
. 
OCCUPATION A B C D F G H I J 
Receptionist 93.1 100 80 33.3 67.7 64 114.3 62.5 57.1 
Reservations a - 33.3 a a a - a 0 
Telephonist 0 - 0 0 62.5 41.2 - 0 100 
Administration 54.5 25 85.7 10 35.3 122 50 60 100 
Maintenance 43.7 0 33.3 - 52 57.1 0 0 0 
Ha 11 Porters 66.6 0 20 33.3 38.5 187.5 33.3 33.3 11.1 
Housekeeper 157.1 33.3 80 40 31.2 73.3 33.3 50 100 
Linen Room 0 - 400 150 38.5 93.3 0 100 0 
Cleaner 0 0 66.7 100 100 83.3 0 120 0 
Chambermaid 80.8 25 68.4 85 107.5 152 73.3 65.2 69.2 
I 
Bar Staff 29.4 0 66.7 0 75 110 400 0 0 
Kitchen Porter 132.1 240 420 36.8 64.3 179.3 100 a 0 
Storeman 0 - 200 300 0 100 100 0 0 
Chef 23.0 33.3 100 33.3 119 164.5 40 23.5 44.4 
Waiter 46.1 40 100 68.7 259 115.9 44.4 34.7 9 
Restaurant 0 100 100 133 25 142.8 0 0 0 
Manager 
Floor Service - - 66.7 0 100 - 0 0 16.6 
Staff Canteen - - - - - 0 0 20 0 
Banq. & Conf. 27.3 - 0 - 100 350 25 0 50 
Security 0 - a - 50 50 0 0 0 
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Figure 4.3.9 Stability by Occupation for each Hotel. 
OCCUPATION A B C 0 F G H I J 
Receptionist 0.78 1.0 0.87 0.71 0.85 0.7 0.59 0.75 0.84 
Reservations 0.79 - 0.55 - - - - - , 1.0 
Telephonist 0.84 - 1.0 0.78 0.86 0.82 - - 0.56 
Administration 0.86 0.87 1.0 0.8 0.87 0.76 0.25 0.7 0.12 
Maintenance 0.94 - 1.0 - 0.77 0.82 1.0 0.56 1.0 
Hall Porter 0.79 - 0.93 0.91 0.9 0.55 0.96 0.73 0.93 
Housekeeper 0.62 1.0 0.6 0.87 0.69 0.76 1.0 0.81 0.56 
Linen Room 0.81 - 0.37 0.87 0.77 0.87 1.0 0.83 1.0 
Cleaner 0.85 1.0 0.33 0.87 0.62 0.87 1.0 0.65 -
Chambermaid 0.52 1.0 0.65 0.72 0.69 0.71 0.65 0.52 0.56 
Bar Staff 0.91 1.0 0.55 - 0.62 0.68 0.21 - 1.0 
Kitchen Porter 0.61 1.0 0.6 0.75 0.75 0.68 0.7 0.9 0.5 
Storeman - - 0.12 - 1.0 0.44 1.0 - -
Chef 0.72 1.0 0.81 0.75 0.52 0.74 0.82 0.86 0.41 
Waiter 0.81 0.9 0.74 0.7 0.41 0.57 0.9 0.81 0.84 
Rest. Manager 0.67 - - 0.62 0.9 0.64 1.0 - 1.0 
Floor Service 0.65 - 0.56 0.56 - - - - 0.85 
Staff Canteen - - - - 1.0 1.0 1.0 0.75 0.37 
Banq. & Conf. 0.94 - 1.0 - 0.87 1.0 0.94 0.95 0.82 
Security 0.5 - - - 0.62 0.56 - - -
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Considering Figure 4.3.8 first, shows some striking results. It is clear, 
looking at each hotel independently, that there is an enormous range of 
labour turnover rates across the occupational divisions. Hotel A, for 
instance, experiences a range of rates from 23% to 157%; while Hotel C 
ranges from 20% to 420%. 
In addition to this, however, there is a wide range of turnover rates 
within a single occupation when compared across hotels. Taking Recep-
tionists, for example, with a labour turnover rate of 33.3% in Hotel 0, 
yet 114.3% in Hotel H; and even more extreme are kitchen porters -
36.8% in Hotel 0 and 420% in Hotel C. 
Figure 4.3.9 showing the corresponding stability indices, gives a 
similar, though slightly less dramatic, picture. Most of the indiv-
idual hotels show stability ranging from approximately 0.5 to 1.0 for 
different occupations. Hotel B would seem to be the only unit which is 
noticeably more stable than the others with the indices ranging only from 
0.87 to 1.0. 
Individual occupations across the range of hotels also show a great deal 
of variation in stability. Administration jobs for example have a 
stability index of 0.12 in Hotel J and 1.0 in Hotel C; whilst cleaners 
range from 0.33 in Hotel C to 1.0 in Hotels Band H. 
All this seems to portray a clear and consistent picture. A picture 
where both turnover and stability varies from hotel to hotel and from 
occupation to occupatfn within each hotel. Although ~his latter finding ~ 
I 
could well suggest that labour turnover is related to occupational 
differences, this would seem to be overruled by the dissimilarity of 
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of turnover and stability when one occupation is compared across hotels. 
Instead, a different story is suggested - one where there is some 
variation in turnover which could possibly be attributed to different 
groupings of workers, not necessarily occupational, but where the over-
riding variation is due to differing managerial practices. In support 
of this is the example of Hotel B which seems to be consistently more 
stable for all occupations, and thereby justifies the proposition that 
an individual hotel can in some way affect the levels of turnover. In 
addition, if the variation in turnover is to be attributed to managerial 
control, the enormous fluctuation in rates for both turnover and stab-
ility appears less surprising in the light of the lad hocness l found in 
the managerial policies and practices of these hotels (see Section 4.2). 
Therefore, to conclude, it would seem that the data here does not support 
Hypothesis 2, and that the nature and technology of the work does not 
determine the stability of staff to the extent that turnover or stability 
will vary with occupation. 
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4.3.2.3 HYPOTHESIS 3: Workers in 'back-of-house' jobs will be less 
stable than those in 'front-of-house' occupations. 
The previous hypothesis put forward an argument to suggest that the 
nature of the work determines the stability of staff, and that this would 
be reflected by occupational differences in turnover. Yet the results 
suggested that there is in fact no direct correllation between turnover 
and occupation. 
This hypothesis is based on the same reasoning as Hypothesis 2, but rather 
than sub-dividing work technologies by individual occupations, it looks at 
only two job classifications, 'front-of-house' and 'back-of-house'. Staff 
in hotels can be quite clearly differentiated into these two groups: those 
where staff have direct contact with the customers; and those who work 
'behind the scenes', and out of the public eye. These latter jobs often 
involve more mundane, menial tasks such as cleaning, washing-up, maint-
enance and bedmaking, and the work environment is generally much less 
congenial. Front-of-house jobs are the more 'glamorous' and attractive, 
although close customer contact can create its own problems for staff. 
There is greater need to keep up 'appearances', and although such staff 
do get a close feedback of customer satisfactions, they are also in the 
direct firing line for complaints. The pressures and demands on front-
of-house staff are more variable and subject to greater extremes. 
Bearing in mind these differences, which suggest two quite different 
technological and environmental work categories, it would seem reasonable 
to sU9gest that the two groups might exhibit different patterns of 
leaving behaviour. 
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Hypothesis 3 suggests not only that there will be these differences, but 
also that the back-of-house staff will be less stable than those working 
front-of-house. There are several reasons for taking this stance. 
Firstly, it has been proposed, in theory at least, that a pre-requisite 
for feeling the 'psychological discomfort ' which may lead to a voluntary 
change of employment, is for the worker to be aware of some adverse 
conditions (12). That awareness may result from a comparison, say, of 
one worker's 'effort-bargain ' against anothers. In this way, workers who 
are employed in the less attractive 'back-of-house ' jobs already mentioned 
may compare their 'lot' with that of I front-of-house I staff, and suffer a 
resulting feeling of dissatisfaction. This could lead to higher instability 
among 'back-of-house ' staff. 
Alternatively, it could be that because of the unattractive nature of 
'back-of-house ' jobs, staff in those occupations hold a lower attachment 
to their employment. It would therefore take fewer 'grievances ' or 
dissatisfactions to spur them into leaving. 
A final argument for suggesting that back-of-house staff might be more 
unstable than front-of-house staff arises from the Stage I findings (see 
Section 4.1.2.3). There were indications from the analysis of the quest-
ionnaires that staff in hotels with more than one employee per bedroom 
tend to be more stable. Similar results have also been noted by JOHNSON 
(.13), who puts forward a number of possible explanations. The argument 
suggested here, however, is different again, and proposefthat as the staff 
to room ratio increases, so presumably will be the level of staff to cus-
tomer contact. Therefore it would follow that the greater the customer 
contact, the lower will be the staff turnover. From this, Hypothesis 3 
suggests that as front-of-house employees have the greatest customer 
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interaction, they will be the more stable staff. 
TESTING THE HYPOTHESIS 
In order to test this hypothesis, ~he first task is clearly to define 
which staff fall into which of the two classifications - front-of-house 
or back-of-house. The data collected defined 20 occupational groups of 
which 7 were classified as front-of-house because their prime function 
was direct customer service. The classification of occupations into 
front-of-house and back-of-house is given in Figure 4.3.10. 
Figure 4.3.10 Classification of occupations back- and front- of-house. 
FRONT OF HOUSE BACK OF HOUSE 
OCCUPATIONS OCCUPATIONS 
Receptionist Reservations 
Hall Porter Telephonist 
Barman Administration 
Waiter Maintenance 
Restaurant Manager Housekeeper 
Floor Service Linen room 
Banqueting Cleaner 
Chambermaid 
Kitchen Porter 
Storeman 
Chef 
Staff canteen 
Security 
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Comparing the proportion of back-of-house staff and front-of-house 
staff for individual hotels. 
Firstly, the number of staff in each hotel working in back-of-house 
jobs and in front-of-house jobs was calculated, and these were also 
converted into proportions of the hotel workforce of each hotel. 
Figure 4.3.11 shows these figures for the Icurrentl employees of each 
hotel; while Figure 4.3.12 shows the leavers. 
Figure 4.3.11 Distribution of hotel employees in front-of-house and 
back-of-house jobs. 
HOTEL Numbers of staff % of staff 
FRONT BACK FRONT BACK 
A 193 236 45 55 
B 16 27 . 37 63 
C 36 57 39 61 
D 55 74 43 57 
F 101 207 33 67 
G 104 221 32 68 
H 31 . 41 43 57 
I 49 73 40 60 
J 40 39 51 49 
TOTAL 625 975 39% 61% 
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Figure 4.3.12 Distribution of hotel leavers in front-of-house and 
back-of-house occupations. 
HOTEL Numbers of 1 eavers % of leavers 
FRONT BACK FRONT BACK 
A 91 146 38 62 
B 9 18 33 67 
C 23 60 28 72 
0 32 39 45 55 
F 138 147 48 52 
G 125 262 32 68 
H 27 24 53 47 
I 17 34 33 67 
J 8 18 31 69 
TOTAL 470 748 39% 61% 
! 
Clearly the most ~triking feature of these t~bles is that the overall 
proportion of front-of-house staff to back-of-house staff among hotel 
employees is exactly the. same as the overall proportion among those 
staff who left. For this sample, 39 per cent of hotel employees and of 
leavers worked in front-of-house occupations, while 61 per cent worked 
'behind the scenes'. 
The data in Figures 4.3.11 and 4.3.12 were then subjected to a chi-square 
(~2) test to see whether the observed frequencies fQr front-of-house 
staff and back-of-house staff in the hotels differed significantly from 
the frequencies which might be expected if there was no difference from 
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one hotel to another in the overall proportion of front-~to back-of-
house staff. The 'Null hypothesis' (HO) therefore suggests that the 
observed discrepancy between front- and back-of-house staff and the 
overall proportion of staff is insignificant, and could have arisen by 
chance. 
In testing this hypothesis the observed and expected values are given in 
the contingency table, Figure 4.3.13, along with the correspondingX 2 
values. 
Figure 4.3.13 Contingency table for the X 2 test comparing frequencies 
of back- and front- of-house leavers. 
HOTEL FRONT OF HOUSE BACK OF HOUSE 
0 E jC2 0 E ~2 
A 91 91.5 0 146 145.5 0 
B 9 10.4 0.19 18 16.6 0.12 
C 23 32 2.54 60 51 1.6 
0 32 27.4 0.77 39 43.6 0.49 
F 138 110 7.14 147 175 4.49 
G 125 149.3 3.97 262 237.7 2.49 
H 27 19.7 2.72 24 31. 3 1.71 
I 17 19.7 0.36 34 31.3 0.23 
J 8 10 0.41 18 16 0.26 
The chi-square test of significance on the leavers foi front- and back-
of-house produces a value for~2 of 29.51 at 8 degrees of freedom. Since 
this value ofX2 is greater than the 15.5 requir'ed for significance at 
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the 0.05 level, the Null hypothesis can be rejected. 
Thus, when the individual hotels are considered there is found to be a 
significant discrepancy between the division of leavers into back- and 
front- of-house staff and the proportions expected. 
Comparing the labour turnover rates and stability indices for back- and 
front-of-house staff. 
The staff in each hotel and the leavers from each hotel were divided into 
two groups - those working in back-of-house jobs and those in front-of-
house jobs - and the labour turnover rate and stability index were then 
calculated for each unit. These were compared with the overall turnover 
rate and stability index for each unit (see Section 4.3.3.1). The data 
is displayed in Figures 4.3.14 and 4.3.15. 
Figure 4.3.14 Labour turnover rates for the hotels showing the differ-
ences between back- and fro.nt-of-house. 
HOTEL Labour turnover rate % LT higher at 
OVERALL FRONT BACK back-of-house 
A 55 47 62 J 
B 63 56 67 J 
C 89 64 105 J 
D 55 58 53 
F 93 137 71 
G 119 120 119 
H 71 87 59 
I 70 35 47 J 
J 33 20 46 J 
TOTAL 76% 77% 77% 
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Figure 4.3.15 Stability indices for the hotels showing differences 
between back- and front-of-house. 
Stability index % Stabil ity 1 ess 
HOTEL OVERALL FRONT BACK at back-of-house 
A 77 79 76 J 
B 97 94 98 
C 75 79 73 J 
0 76 74 77 
F 71 67 73 
G 72 62 76 
H 77 79 76 J 
I 77 84 72 J 
J 72 87 56 J 
TOTAL 75% 75% 75% 
Once again, the total for all staff in this sample offer the striking 
results, with virtually identical figures for the labour turnover rates 
and stability index in every classification - overall, back-of-house, 
and front-of-house. This is summarised more clearly in Figure 4.3.16. 
Figure 4.3.16 Labour turnover rates and stability index back- and 
front-of-house for the hotel sample. 
Overall Front Back 
LT rate 76% 75% 77% 
Stability index 75% 75% 75% 
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This would seem to indicate that there is no difference between the 
stability of back-of-house staff and front-of-house staff. However, 
when analysed by indiv~dual hotels, some variation does seem to emerge, 
especially with the rates of staff turnover. The standard deviation of 
labour turnover rates (front and back) from the overall rate for each 
hotel are as follows: 
Front-of-house: 
Back-of-house: 
23.3% 
14.4% 
On the other hand the standard deviation of the stability index (front 
and back) for each hotel from the overall rate is much lower: 
Front-of-house: 7.3% 
Back-of-house: 6.2% 
In both cases it can be noted that the deviation of rates in the back-of-
house is lower than the deviation of front-of-house rates. 
Finally, Figures 4.3.14 and 4.3.15 show that only five out of the nine 
hotels in the sample exhibit higher turnover, or lower stability among 
'back-of-house' jobs than 'front-of-house' jobs. 
Therefore, to sum up, although the data presented here set out to invest-
igate the hypothesis that staff working in 'back-of-house' jobs will be 
less stable than 'front-of-house' staff, there is evidence to suggest 
otherwise. The results, although far from being definitive, show no 
significant difference in the stability of back- and front-of-house staff. 
This is indicated by: 
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i. Similarity in the overall labour turnover rates and stability 
indices for front- and back-of-house staff; 
ii. That only half of the hotels sampled had less stable back-of-
house staff; and 
iii. A certain similarity in the proportions of front- to back-of 
house for both current employees and leavers. 
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4.3.2.4 HYPOTHESIS 4: Workers in back-of-house jobs will give 
reasons for leaving significantly different from front-of-house staff. 
It should be remembered at this point, that the arguments just discussed 
arise from the idea that behavioural differences can be attributed to 
differences in the technologies of different jobs; and that stability 
and instability have been considered as manifestations of leaving behaviour. 
However, in view of the results of Hypotheses 2 and 3, a slightly different 
argument is proposed here, considering a situation where possibly the 
differences in occupational technologies do not directly influence levels 
of turnover in different jobs. Instead, Hypothesis 4 suggests that they 
do so indirectly, through variations in the employment conditions which 
serve to 'push' staff out of their employment for different reasons. In 
this way, it is suggested here that the inherent differences between 
front-of-house and back-of-house,jobs will be reflected, not by different 
levels of stability, but in that the staff in one classification will 
leave for different reasons to staff in another. 
TESTING THE HYPOTHESIS 
This hypothesis was investigated using the same division of staff into 
back- and front-of-house jobs as the previous hypothesis. In addition, 
twenty reasons for leaving were studied, seven of which related to staff 
dismissals, and thirteen to voluntary worker resignations. 
C~aring the reasons for leaving of staff in back-of-house and front-
of-house jobs. 
The total reasons for leaving figures for the nine hotels were divided 
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into two groups - those put forward by staff in front-of-house jobs and 
those given by back-of-house staff. This data is shown in Figure 4.3.17. 
Figure 4.3.17 Frequency of Reasons for leaving for front- and back-of-
house staff in 9 hotels. 
FRONT BACK 
DISMISSALS: Unsatisfactory work 23 34 
Insubordination 7 11 
Intemperance 0 5 
Violation 6 15 
Absence 9 33 
Redundancy 3 9 
Other 8 11 
RESIGNATIONS: Hours 11 28 
Wages 31 39 
Working conditions 31 43 
Promotion prospects 47 62 
Company transfer 16 5 
Domestic problems 41 56 
Travel problems 4 10 
I11 ness etc. 13 44 
Personality conflict 9 11 
Studies 35 52 
End of contract 14 26 
Unknown 67 110 
To travel 49 64 
A chi-square (~2) test was carried out to test the Null hypothesis that 
the dispersion of reasons for leaving given by back- and front-of-house 
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staff do not differ (Ho). In other words, that none of the reasons for 
leaving were significantly more prevalent in either front-of-house or 
back-of-house staff. The chi-square contingency table for this test is 
given Figure 4.3.18. 
The test produced a ~2 value of 35.7 at 19 degrees of freedom - a value 
that is greater than 30.14 required for significance at the 0.05 level. 
It is therefore possible to reject Ho, and to conclude that there are 
significant differences between the reasons for leaving put forward by 
front-of-house staff and those in the back-of-house. 
However, if company transfers are excluded from the calculation, a 
category which shows great disparity from the expected values, the ~2 
test produces a different result. A revised value of 23.31 at 18 degrees 
of freedom is obtained, and this, being less than the 28.87 required, is 
not significant at the 0.05 level. The hypothesis (Ho ) that there is no 
significant difference between the reasons for leaving given by front-of 
house staff in our sample is therefore sustained for all categories of 
leaving behaviour except company transfers. That category is given a 
clear majority by staff leaving from front-of-house jobs. It should 
also be noted at this point that company transfers account for less than 
2% of all the reasons for leaving given, and therefore this would not 
seem to be a finding of any major significance. 
Comparing reasons for leaving, back- and front- for individual hotels. 
Cross tabulating the reasons for leaving for back- and front-of-house staff 
for each hotel suggests that there are certain differences between the two 
classifications. Firstly, as suggested earlier, company transfer is more 
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Figure 4.3.18 Contingency Table for the X 2 test on reasons for 
leaving in back- and front-of-house occupations. 
REASONS FOR FRONT OF HOUSE BACK OF HOUSE 
LEAVING 2 2 0 E 0 E 
Unsatisfactory 
work 23 22.1 0.03 34 34.9 0.02 
Insubordination 7 7 0 11 11 0 
Intemperence a 1.9 1. 94 5 3.1 1.23 
Violation of 
rules 6 8.2 0.57 15 12.8 0.36 
Absence 9 16.3 3.27 33 25.7 2.08 
Redundancy 3 4.7 0.59 9 7.3 0.38 
Other 8 7.4 0.05 11 11.6 0.03 
Hours 11 15.1 1.13 28 23.9 0.72 
Wages 31 27.2 0.54 39 42.8 0.34 
Working 31 28.7 conditi ons 0.18 43 45.3 0.11 
Promotion 
prospects 47 42.3 0.52 62 66.7 0.33 
Company transfer 16 8.2 7.55 5 12.8 4.79 
Domestic 
problems 41 37.7 0.3 56 59.3 0.19 
Travel problems 4 5.4 0.38 10 8.6 0.24 
Illness/ retire./ 
death 13 22.1 3.77 44 34.9 2.39 
Personality 
conflict 9 7.8 0.2 . 11 12.2 0.12 
Studies 35 33.8 0.04 52 53.2 0.03 
End of Contract 14 15.5 0.15 26 24.5 0.1 
Unknown 67 68.7 0.04 110 108.3 0.03 
To travel -49 43.9 . 0.6 64 69.1 0.38 
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predominant as a reason for leaving among front-of-house staff in all the 
hotels where such a cause was acknowledged. 
Similarly, 'illness, retirement and death ' appeared to be more predominant 
among back-of-house staff. This is further highlighted if the proportion 
of reasons for leaving back- and front- is compared with the overall pro-
portion of 39% front-of-house staff and 61% back-of-house staff. This is 
shown in Figure 4.3.19. 
Figure 4.3.19 shows the extent to which the different categories of 
leaving show differences for both both back- and front-of-house from the 
expected total proportions. 
Intemperence is one category which appears to be confined to back-of-
house staff. However, reference back to Figure 4.3.17 shows that dismis-
sals due to intemperence are few and could create distorted values for 
this reason. In addition, absence, redundancy, and 'illness, retirement 
and death' are three classifications which seem to show a predominance 
among back-of-house jobs, though the earlier, ,chi-square test suggests 
that these differences are not significant. 
It would seem therefore, from the results of this hypothesis and the 
previous hypothesis, that differences in the technology and nature of 
front-of-house jobs and back-of-house jobs are not reflected in the 
leaving behaviour of the respective employees. Not only are there no 
apparently significant differences in the stability of staff which can 
be attributed to whether they work in front- or back-o~-house jobs, but 
it would also seem that front- and back- of-house staff leave for very 
similar reasons. 
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Figure 4.3.19 Comparison of back- with front-of-house for reasons for 
leaving (% leavers from each part of the hotels). 
% 
FRONT BACK 
TOTAL: 39% 61% 
DISMISSALS: Unsatisfactory work 40 60 
Insubordination 39 61 
Intemperance 0 100 
Violation of rules 29 71 
Absence 21 79 
Redundancy 25 '75 
Other 42 58 
RESIGNATIONS: Hours 28 72 
Wages 44 56 
Working conditions 42 58 
Promotion prospects 43 57 
Company transfer 76 24 
Domestic problems 42 58 
Travel problems 29 71 
Illness, retirement, death 23 77 
Personality conflict 45 55 
Studies 40 60 
End of contract 35 65 
Unknown 38 62 
To travel 43 57 
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4.3.2.5 HYPOTHESIS 5: The pattern of reasons for leaving will be 
the same for each hotel. 
A worker's grievances may be expressed in many ways, and leaving the 
job is just one of them. Conversely, there are a variety of possible 
reasons for leaving a job other than holding a grievance. This study 
has, in fact, covered thirteen reasons for voluntary resignations alone. 
Some of these reasons imply that workers are dissatisfied with factors 
which are within managerial control - such as promotion prospects, wages, 
hours, and conditions of work; while others are apparently related to 
outside factors - domestic problems, illness or death, personality 
conflict and so on. 
However, in looking at the reasons which staff give for leaving, several 
points should be taken into consideration. Firstly, one has to question 
the extent to which the reasons people give for leaving are in fact their 
true reasons; and secondly, to what extent are the reasons given and the 
leaving itself a direct consequence of a particular dissatisfaction? 
It would seem from earlier studies (see also'Section 2.2.10) that the 
relationship between dissatisfaction at work and leaving behaviour is 
not a direct one, and may well involve other considerations. Possible 
reasons for a distortion between feelings and behaviour include the 
process of 'rationalisation' (14), whereby grie~ances are explained 
away; dilution of grievances (15); sUbstitution of one grievance for 
another (16); and even the projection of blame to another source. 
Clearly this line of argument opens up many possibilities which are 
beyond the investigative scope of this study. Suffice to say that any 
conclusions drawn from a study of reasons for leaving should be treated 
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with some caution in so far as there are these areas of uncertainity. 
In view of this, what is proposed here, is simply an attempt to evaluate 
to a limited extent the way leaving behaviour may be a reflection of 
dissatisfaction with ma~agerial performance. 
The proposed stance for Hypothesis 5 arises from earlier sections of this 
project which show the hotels in this sample all exhibiting a similarly 
weak internal labour market structure (see Section 4,2); with ad hoc 
managerial styles. In addition, in absolute terms, the degree of formality 
calculated in Section 4.2.3 was minimal, to the extent that differences in 
labour turnover could be explained by differences in managerial practices. 
In view of this, it would seem reasonable to suppose that if the fund-
amental sources of dissatisfaction at work were managerial control, then 
the frequency of reasons for leaving, or groups of reasons for leaving 
would be the same for each hotel in the samples. 
This idea forms the basis to Hypothesis 5 which establishes an inter-
hotel comparison to test the importance of different :reasons for leaving 
in each hotel. 
TESTING THE HYPOTHESIS 
In this part of the study, the reasons for leaving were broken down 
into nineteen categories. Six of these covered dismissals, and thirteen 
covered voluntary resignations. Complete sets of leaving information 
were collected from 8 hotels, representing a total of 1092 leavers. 
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Dismissals versus resignations. 
The reasons for leaving were divided, firstly, into two groups - dis-
missals and resignations. The numbers of each along, with the pro-
portion, for each hotel are listed in Figure 4.3.20. 
Figure 4.3.20 Distribution of dismissals and resignations in the 
hohl sample. 
Numbers of % of 
HOTEL DISMISSALS RESIGNATIONS DISMISSALS RESIGNATIONS 
B 8 27 23 77 
C 22 80 22 78 
~ 11 78 12 88 
f 22 288 7 93 
G 84 331 20 80 
H 10 54 16 84 
I 13 38 25 75 
J 4 22 15 85 
TOTAL 174 918 16% 84% 
This shows that overall 84% of all leavers resigned voluntarily and only 
16% were dismissed. This proportion of dismissals to resignations seemed 
fairly consistent among the 8 hotels in the sample, with the values 
showing a standard deviation of only 6.31. 
A chi-square test, on the other hand, highlighted one "hotel with an 
apparently significant variation from the overall proportion. The null 
hypothesis (Ho) proposed that the ratio of dismissals to resignations 
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would follow the overall proportion of 16% to 84% for each hotel in the 
sample. The contingency table showing this calculation is given in 
Figure 4.3.21. 
Figure 4.3.21. Contingency table for the X2 test on the number of 
dismissals and resignations for each hotel. 
HOTELS B C D F G H I J 
DISMISSALS 0 8 22 11 22 84 10 13 4 
E 5.6 16.3 14.2 49.2 66.1 10.2 8.1 4.1 
X2 1.05 2.03 0.71 15.19 4.83 a 2.92 a 
RESIGNATIONS a 27 80 78 288 331 54 38 22 
E 29.4· 85.7 74.8 260.6 348.9 53.8 42.9 21.9 
X2 0.20 0.39 0.14 2.88 0.92 a 5.00 0 
This gives a total chi-square value of 31.83 at 7 degrees of freedom, 
which is significant at the 0.05 level of confidence. However, it can 
be seen that Hotel F clearly contributes most to the chi-square value, 
and if omitted from the calculation, a revised ~2 value of 5.64 at 5 
degrees of freedom ;s obtained (see Figure 4.3.22). 
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Figure 4.3.22. Contingency table.for the revised X2 test on 
dismissals and resignations. 
HOTEL B C D G H I 
DISMISSALS 0 8 22 11 84 10 13 
E 6.8 19.8 17.3 80.7 12.4 9.9 
~2 0.21 0.24 0.29 0.14 0.48 0.96 
RESIGNATIONS 0 27 80 78 331 54 38 
E 28.2 82.2 71.7 334.3 51.6 41.1 
~2 0.05 0.06 0.55 0.03 0.12 0.23 
J 
4 
5.1 
0.22 
22 
20.9 
0.05 
This new value lies well below the 12.6 required for significance at the 
0.05 level, and so tends to support the null hypothesis for all hotels 
with the exception of unit F. In other words, Hotel F is the only sample 
unit which showed a significantly different proportion of dismissals to 
resignations. Referring back to Figure 1 shows this difference to be in 
favour of resignations with only 7% of leavers being dismissed from 
Hotel F. 
Individual reasons for leaving 
The frequency with which each reason for leaving was given by leavers 
varied widely. Figures 4.3.23 and 4.3.24 show the proportion of total 
resignations and dismissals which were accounted for by individual 
reasons. 
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Figure 4.3.23. Distribution of dismissals in the hotel sample. 
% of Reason for dismissal 
total dismissal 
33 Unsatisfactory work 
24 Absence 
12 Violation of rules 
11 Other 
10 Insubordination 
7 Redundancy 
3 Intemperance 
100% !Iotal Dismissals 
Figure 4.3.24. Reasons for resignations in the hotel sample. 
% of total Reasons for resignation 
resignations 
19 Unknown 
12.5 To travel 
12 Promotion prospects 
10.5 Domestic problems 
9.5 Studies 
8 Working conditions 
7.5 Wages 
6 Illness/retirement/death 
4.5 End of contract 
4.5 Hours 
2.5 Company transfer 
2 Personality conflict 
1.5 Travel problems 
100% Total RESIGNATIONS 
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These two tables are inconclusive in their own right, but do suggest 
several possible factors for further investigation. Firstly, it can 
be seen that over 50% of all dismissals in the hotels were due to either 
unsatisfactory work or worker absence. Both of these could be manifest-
ations of low Dob satisfaction and a weak worker commitment to the organ-
isation. If this is so, there is the possibility that it reflects 
directly on poor management rather than individual worker orientations. 
However, the alternative possibility is that dismissals due to unsatis-
factory work or worker absence are manifestations of simply lunreliable l 
workers, although there would be some basis to suggest a weakness in the 
hotel selection and recruitment processes. 
The most revealing pOint from Figure 4.3.24 is that one fifth of all 
staff who leave, do so for reasons unknown. This is not suprising in 
view of the informality of management practi.ces already discovered in 
the hotels (see Section 4.2). This suggests a lack of effective rapport 
and communication with staff, and possibly also a disinterest in the 
continual loss of employees. In addition, it does emphasise that when 
management have limited knowledge about why their staff leave, they are 
less likely to be able to remedy the situation. It should also be noted 
at this point that, as mentioned earlier in Section 4.1.4, the hotel 
sample here is probably biased towards those establishments with the 
greatest degree of formality and the most extensive staff records. In 
this way, the actual proportion of staff leaving for reasons unknown in 
the industry is probably much higher. 
The second most prevalent reason for leaving is that staff wish Ito 
travel I. This implies a certain rather mobile element of workers, who 
at least see the work, from the outset as temporary. From the management~ 
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point of view this would seem to be very much a reflection on either the 
recruitment policies to take on such workers, or else a deficiency in 
selection and screening practices which enables such workers to slip 
through the net. A similar argument could apply with the further 9% 
who leave hotel employment for the reasons of 'studies'. 
The third most prevalent reason why staff in the sample leave hotels is 
because of a lack of promotion prospects. This area has been discussed 
at greater length ln Section 4.2.2.5 and indicates that a fair proportion 
of leavers could be encouraged to stay by conditions which are within 
managerial control. 
Comparing reasons for leaving across the individual hotels. 
This section sets out to compare the frequencies of reasons for leaving 
across the eight hotels. Figure 4.3.25 shows these results expressed 
as percentages of the total leavers.for each hotel, along with the 
cumulative results ~or the overall sample. 
From these data it is possible to establish the rank order of reasons for 
leaving from each hotel .. However, it would seem that most value could be 
obtained from this data by looking at the frequency which one reason for 
leaving is cited, in relation to the frequency of the other reasons for 
leaving .. In other words, do particular reasons consistently rank above 
or below other reasons for leaving? In order to investigate such a 
relationship between the reasons for leaving in the sample hotels most 
clearly, it was decided to rank each individual reason for leaving and 
then conduct a test of concordance of the ranks. This would show the 
extent to which members of a set of distinct rank orderings (ie the 
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Figure 4.3.25 Proportion of Reasons for Leaving Given by each Hotel. 
REASONS FOR HOTELS TOTAL 
LEAVING B C D F G H I J 
DISMISSALS: 
Unsatisfactory 
work 6 4 6 2 7 4 16 - 5 
Insubordination 6 3 5 - 2 2 - - 2 
Violation of 
rules 6 2 2 - 4 2 2 7 2 
Absence - 11 - 3 3 6 8 4 4 
Redundancy - - - - 2 - - 4 1 
Other 6 2 - 1 3 2 - - 2 
RESIGNATIONS: 
Hours 8 3 7 4 4 - - - 4 
Wages 11 9 7 8 2 17 2 11 6 
Working 
conditions 17 4 3 9 7 6 - 4 7 
Promotion 
prospects 9 11 1 10 7 15 27 46 10 
Company 
transfer - 1 - 2 2 3 2 - 2 
Domestic 
problems 20 7 10 8 7 23 8 8 9 
Travel 
problems 8 1 1 1 1 - - 8 1 
Illness/ death 
/retirement - 9 2 8 4 2 6 4 5 
Persona 1 ity . 
conflict - 4 1 3 1 2 - - 2 
Studies - 8 9 13 7 2 2 - 8 
End of 
contract - 2 12 1 6 3 - 4 4 
Unknown 3 12 23 9 25 - 16 - 16 
To travel - 7 11 18 6 11 11 - 10 
TOTALS 100% 100% 100% 100% 100% 100% 100% 100% 100% 
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'popularity' of reasons for leaving) in the hotels tend to be similar 
and show 'concordance' . 
. 
From the percentages in Figure 4.3.25, each reason for leaving was 
ranked in order of the frequency of incidence - the most popular reason 
for leaving in each hotel was ranked 1, the second most popular, 2, and 
so on. In situations where two or more reasons for leaving were found 
to occur equally, each was assigned the mean of the ranks they would 
otherwise occupy. The rank orders are given in Figure 4.2.26. 
Kendall IS 'coefficient of concordance I was then applied to test the 
agreement, of 'concordance', of the rank orders. This test is based 
on a measurement of the extent of variability among the respective 
sums of ranks in relation to the maximum possible variation which 
would be shown if absolutely perfect agreement were to exist among all 
the hotels. 
Basically Kendall IS coefficient of concordance, 
W = Variance of rank sums 
maximum possible variance of rank sums 
which can be expressed in the form: 
where: 
R = Rank total 
M = Number of hotels 
(
3 (n + 1)) 
n - 1 I 
n = Number of reasons for leaving 
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Figure 4.3.26 Ranked Reasons for Leaving. 
REASON FOR HOTELS RANK 
LEAVING TOTAL B C D F G H I J (R) 
Unsatisfactory 
work 8.5 10 8 13 4.5 7 2.5 15 68.5 
Insubordination 8.5 12.5 9 18 17 12.5 15.5 15 108 
Violation of 
rules 8.5 15 11.5 18 11 12.5 9.5 4 90 
Absence 14.5 2.5 17.5 10.5 12.5 5.5 5.5 8 76.5 
Redundancy 14.5 19 17.5 18 4.5 17.5 15.5 8 114.5 
Other 8.5 15 17.5 15 12.5 12.5 15.5 15 115.5 
Hours 5 12.5 6.5 9 9.5 17.5 15.5 15 90.5 
Wages 3 5 6.5 6 14.5 2 9.5 2 48.5 
Working 
conditi ons 2 10 10 4 4.5 5.5 15.5 8 59.5 
Promotion 
prospects 5 2.5 14 3 4.5 3 1 1 34 
Company 
transfer 14.5 17.5 17.5 12 16 8.5 9.5 15 110.5 
Domestic 
problems 1 7.5. 4 7 4.5 1 5.5 4 34.5 
Travel 
problems 5 17.5 14 15 18 17.5 15.5 ·4 106.5 
Illness/ ret./ 
death 14.5 4 11. 5 8 9.5 12.5 7 8 75 
Personality 
conflict 14.5 10 14 5 19 12.5 15.5 15 105.5 
Studies 14.5 6 5 2 .2 12.5 9.5 15 66.5 
End of 
contract 14.5 15 2 15 8 17.5 15.5 8 95.5 
To travel 14.5 7.5 3 1 7 4 4 15 56 
Unknown 14.5 1 1 5 1 8.5 2.5 15 ,48.5 
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In this way, a coefficient of + 1 d~notes perfect concordance, and -1 
perfect discordance. All values of W must therefore lie between +1 and 
-1. 
With the data from Figure 4.3.26 the coefficient of condordance can be 
calculated as follows: 
W = 12((68.5)2 + ......•... + (48.5)2) 3(20) 
82 (19) (192 - 1) 18 
= 3.63 3.33 
= 0.3 
There is apparently a low degree of concordance among the hotels in the 
sample with regard to the incidence of each reason for leaving. The 
variance of the rank sums is only 30% of the maximum possible if all 
the hotels had shown the reasons for leaving in an identical rank order. 
Comparing grouped reasons for leaving across individual hotels. 
In addition to looking at individual reasons for leaving, it was also 
decided to investigate the concordance of each hotel with regard to the 
importance of various groups of reasons for leaving. Grouping the 
reasons as far as possible into related categories not only served to 
reduce the number of elements in the rank ordering, but was also thought 
to produce more meaningful results if several reasons for leaving arose 
as manifestations of the same fundamental problem. By grouping the 
reasons given it may therefore be possible to draw conclusions about 
the underlying causes in each hotel. 
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The groups created for resignations are listed as follows, along with 
a brief explanation of why those reasons for leaving were classified 
together: 
GROUP 1 ( Wages 
( 
( Promotion prospects 
GROUP 2 ( Hours 
( 
( Working conditi ons 
( 
( Travel problems 
( 
( Domestic problems 
GROUP 3 ( Studies ( 
( End of contract 
( 
( To travel 
GROUP 4 ( Personality conflict ( 
( Unknown 
( 
( Company transfer 
GROUP 5 ( III ness 
( 
( Retirement 
( 
( Death 
Wages and promotion prospects were classified together because, although 
some establishments do have periodical wage reviews, the main way a 
worker can hope to significantly increase his income is through promotion. 
Hence, without any prospects of rising up the job hierarchy, a worker1s 
future earnings potential is severely limited. In this way the just-
ification for leaving may revolve around either wages or promotion, but 
may ultimately stem from the same problem. 
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Similarly, hours, working conditions, travel problems and domestic 
problems all seem to stem from a workers underlying dissatisfaction 
with his general conditions of employment. 'Domestic problems', for 
instance, suggest an incompatability between work and home commitments 
and like-wise 'travel problems' imply that becuase of the hours of 
attendance required by the job, the employee has difficulties with 
travel arrangements. 
Studies, end of contract, and 'to travel' are three reasons for leaving 
which seem to suggest that the employment was considered, either by the 
employee, employer, or both, to be temporary from the outset. From the 
workers' point of view it could be a temporary earning spell between 
other plans; whilst for the employer it could be seen as a 'stop-gap' 
to cover increased demand or staff shortages. 
The fifth group of illness, retirement and death, would seem to be fairly 
self-explanatory, as being largely unavoidable; whilst the last group, 
company transfer, personality conflict, and unknown have been grouped 
together as rather miscellaneous reasons, which do not belong elsewhere. 
The frequency of reasons for resignation in each group for the hotels 
in the sample are given in Figure 4.3.27. This is interesting in so far 
as the most common group of reasons for the total hotel sample is group 
3, which, it has been suggested may be reasons reflecting a weakness in 
recruitment selection and screening processes. 
from the data given in Figure 4.3.27 the group of reasons for leaving 
were ranked for each hotel. Figure 4.3.28 then gives the rank order 
along with the total rank values. 
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Figure 4.3.27. Frequency of grouped reasons for resignation. 
Reasons for resigning groups 
1 2 I 3 4 5 
Money/Career Condit; ons ! Temporary Inter- Mi sce 11 aneous 
of HOTEL Employment Work personal 
B 7 19 0 1 0 
C 20 15 17 18 10 
0 7 19 29 21 2 
F 56 66 97 45 24 
G 38 77 81 119 16 
H 21 19 8 5 1 
I 15 4 7 9 3 
J 15 3 0 0 1 
TOTAL 179 222 239 218 57 
Figure 4.3.28. Rank orders of grouped reasons for resignation. 
Reasons for resigning groups 
HOTEL 1 2 3 4 5 
B 2 1 4.5 3 4.5 
C 1 4 3 2 5 
D 4 3 1 2 5 
F 3 2 1 4 5 
G 4 3 2 1 5 
H 1 2 3 4 5 
I 1 4 3 2 5 
J 1 2 4.5 4.5 3 
RANK. 17 21 22 22.5 37.5 
TOTAL(R) 
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These rank totals were used to test for 'concordance' among the hotels, 
using Kendall's coefficient of Concordance: 
w = .( 2 12 (17) + .......... + ( 37.5 ) 2) 3 (6 ) 
82 (5 ) ( 24 ) ( 4 ) 
= 4.89 - 4.5 
= 0.39 
Once again the concordance level is low at 39% of the maximum possible. 
It would therefore seem that there is no similarity between the rank 
orderings of the 5 groups of resignations, among the hotels. 
A similar test of concordance on the rank orderings of the dismissals 
produced an even lower level of agreement: (see Figure 4.3.29) 
Figure 4.3.29. Rank orders for dismissals. 
HOTEL Absence Unsatisfactory Others 
work 
B 3 2 1 
C 1 3 2 
0 3 2 2 
F 1 2 3 
G 3 2 1 
H 1 2.5 2.5 
I 2 1 3 
J 2 3 1 
RANK 16 17.5 14.5 
TOTAL(R) 
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w = 12 ( ( 16 ) 2 + (1 7 . 5 ) 2 + (14 . 5 ) 2) 3 (4 ) 
82 (3 ) ( 8 ) ( 2 ) 
= 6.035 - 6 
= 0.035 
This indicates a level of concordance of 3.5% of the maximum possible 
agreement between the hotels. 
The results of this section seem to refute the hypothesis that the 
frequency of different reasons for leaving will follow the same pattern 
for each hotel in the sample. The only real similarity among the hotels 
would appear to be in the proportion of dismissals to resignations, which 
remained fairly constant. The other tests showed very little concordance 
from one hotel to another. 
Following the ideas from which this hypothesis was developed, these 
results suggest several possible modified explanations. Firstly, it 
could be that the employee grievances do not stem from managerial prac-
tices, or malpractices, but arise instead from individual orientations 
to work and personal circumstances. 
Alternatively, although it has been suggested that all the sample hotels 
show a similar lack of formality and set managerial policies, it could 
in fact be that the very lad hocness l of the organisational rules and the 
level of discretion it affords to management creates very individual 
situations for staff. This would then account for the disparity found 
between the frequency of each reason for leaving in the hotels sampled. 
Unfortunately the limitations of the data collected do not enable firm 
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conclusions to be drawn regarding these results. Suffice to say at this 
point, however, that taken in the context of the other findings of this 
study, the latter explanation is favoured, whereby the discordance of 
reasons for leaving among the hotels is a reflection of the arbitrary, 
individualistic nature of managerial practices. 
- 326 -
4.3.3 SUMMARY 
In this chapter 5 hypotheses have been tested - hypotheses which cover 
various aspects of the turnover process. Because of the sample size 
and the limitations of the data collected, the results can by no means 
be considered conclusive. However, taken in context, they do provide 
an interesting and illuminating picture of the nature of labour turnover 
in the hotels sampled. 
The first point of note, which was made quite clearly in hypothesis 1, 
is that there would seem to be a stable element and an unstable element 
forming distinct parts of the hotel workforce. This seems to be in line 
with earlier studies, by such as EDWARDS (18) where the existence of a 
primary and secondary labour market is proposed with various associated 
characteristics. However, this study seems to go one step further - by 
showing the existence of a stable and an unstable element within each 
occupational group. This is to a large extent contrary to conventional 
wisdom and earlier studies (19), which suggest that behavioural patterns 
can be differentiated by the occupational grouping of workers. 
However, the interpretation of the findings here require some qualifi-
cation. They do not disprove the theories that relate the technology 
and nature of different jobs to occupational differentials in an 
employee's orientations to work. Rather they suggest that it is only 
the unstable element of the workforce who are susceptible to the 'push' 
or 'pull' forces of the different technologies, whilst the 'stable' -
element, being more committed to continued service in return for 
secu.rity of employment, are less susceptible to these factors. In this 
way, the occupational differences in turnover can be attributed to the 
different velocities with which the more mobile workers in each job 
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classification change employment. 
The second main point that emerges from the results of this chapter is 
that there apparently is no significant difference in the leaving beha-
viour of staff working in back-of-house occupations and those in front-
of-house jobs. One possibility here might be that the technical diff-
erences of work do not in fact determine a workers' leaving behaviour. 
However, in view of the previous studies that suggest otherwise, a 
second proposition can be made. It could well be that the divisions of 
'back' and 'front' of house do not satisfactorily reflect differences in 
technologies, and that the classifications are too broad. In other words, 
that whereas back-of-house jobs offer some intolerable conditions, they 
also offer aspects which workers find desirable.:and which in some cases· 
may compensate for the intolerable aspects. Similarly, with front of house 
jobs. In this respect, however, the results here are far from conclusive. 
Finally, the results indicated that staff in different hotels leave for 
different reasons, or at least claim different reasons for leaving. In 
view of the rather idiosyncratic managerial practices found in the hotels 
this result is not surprising, and tends to support the idea that labour 
turnover is primarily a result of managerial practices. In other words, 
it would seem that turnover as a phenomenon may be less a result of 
unstable people or unstable jobs, and more a result of poor or even 
arbitrary management practices. 
This is further reinforced by looking at the actual reasons for leaving 
given by hotel staff. This suggests that in many of the individual cases 
of staff resignation and even of dismissals, the problems would seem to 
be very much within managerial control - control they possibly choose 
not to impose. 
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5.0 CONCLUSIONS 
This study of labour turnover in hotels started from five basic objectives 
(see also Section 3.1.1): 
_ to review the extent and findings of literature on the subject; 
_ to form an overall picture of the level of labour turnover in 
hotels; 
to assess the extent to which labour turnover is considered a 
problem by management; 
_ to establish a picture of the internal labour market structure of 
hotels through a study of the managerial practices and attitudes 
in personnel-related areas; 
to investigate further any conspicuous characteristics which 
emerge from the study of labour turnover, in so far as they can 
be represented by the overall data collected. 
It is around these objectives that this project has been developed -
from the basic methodology to the analysis of the results. It is there-
fore appropriate that they should also form the basis of this concluding 
chapter. In this way it is possible to highlight the degree to which 
this study has achieved what it set out to achieve, along with the limit-
ations and the scope for further investigation. 
Bearing in mind the objectives of the project, the main conclusions of 
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this work are as follows: -
i) Hotels clearly experience high rates of labour turnover -
rates which are very much on a par with those reported in 
earlier studies. 
ii) Labour turnover is considered a problem by management (and 
in the literature), although it is curiously an institu-
tional one. It is accepted as an established and intract-
able 'problem'of the industry, and few, if any, serious 
steps are taken to tackle it. 
iii) To a large extent, managerial practices are a contributing 
factor to high labour turnover - not necessarily through 
malpractice, but because of a general ad hocism of their 
approach to personnel management. This creates conditions 
whereby the 'ties' that hold employees in an organisation 
are weak. 
iv) Hotels are a salient example of a weak internal labour 
market, and are therefore subject to the power and capri-
cious forces of the external labour market. 
v) The overall rate of labour turnover in hotels masks some of 
the detailed characteristics of the phenomenon. It was 
found that a stable element exists in the hotel workforce 
along with a rather more mobile. element. It is the unstable 
portion of the labour force that accounts for the high over-
all rates of turnover. 
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vi) Labour turnover is not confined to specific, occupations, 
nor to specific hotels, but is an industry-wide problem. 
Similar stability and instability characteristics were found 
across all occupations and in all the hotels. 
Having thus highlighted the main conclusions drawn from the results of 
this study, the implications and ideas which revolve around them will 
now be more fully discussed. 
In Section 3.1.1, where the objectives were set out, it was proposed 
that 'the hotel industry exhibits high rates of labour turnover'; a 
statement which was largely based on previous reports of high turnover 
in hotels. Stage I of this study portrayed a picture with similarly 
high levels of staff turnover, giving an industry average of 76% over 
the three years monitored. However, this also masks a wide range of 
turnover rates from one hotel to another; rates which vary from below 
20% to well in excess of 300%. 
Analysis of the rates of turnover experienced by different categories 
of hotels produced no conclusive results. There seemed to be no sig-
nificant differentiation in turnover rates for hotels split by location, 
size, price, and ownership. 
The overall picture of the hotel industry is therefore one characterised 
indeed, by high levels of staff turnover. However, this statement does 
need qualifying in so much as this covers an enormous range of turnover 
rates among individual establishments. 
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Another statement that also requires qualification is the assumption 
that labour turnover is a problem. Clearly there are many problems 
raised by high turnover, as the literature points out. Problems and 
costs such as those involved in repeated selection and recruitment and 
the loss of training invested in staff who leave, along with other 
social and economic costs to both individuals and to the community as 
a whole. However, not only is a reasonably stable workforce necessary 
to operate an organisation efficiently, but it is also acknowledged in 
the literature that a certain level of labour turnover is needed to 
maintain flexibility in the labour market. Other benefits are gained 
from skill acquisition, training, career progression and, because for 
management at least, there are certain advantages seen in employing an 
unskilled and unorganised workforce. However, it should be noted that 
in the literature, labour turnover is generally considered to be a prob-
lem, and it is the problems and costs involved which are invariably 
emphasised. 
On the other hand, with regard to the managerial view of labour turnover, 
the results of this study showed a mixture of attitudes, and in many 
cases apparently conflicting actions. 
Firstly, when questioned in Stage I of the project, 80% of the hoteliers 
said that they consider labour turnover to be a problem requiring medium 
to high priority; although the intensity of this feeling did seem to drop 
slightly over the three years of the study (see Section 4.1.22). Only 
10% of the hoteliers suggested that it is not a problem at all. 
These attitudes expressed did not seem to correllate in any way with the 
actual level of turnover. The overall drop in apparent importance of 
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staff turnover just mentioned was, in fact, accompanied by a rise in the 
overall turnover rates; and the priority accorded to labour turnover by 
individual hoteliers did not correspond to the rates of turnover in their 
hotels. 
These findings do tend to point towards various conclusions. Firstly, 
it seems that there is a general awareness in hotels of labour turnover 
as a phenomenon, although it is possible that, to a certain extent, labour 
turnover has been expressed as a problem because it is always expounded as 
such. However, the results also suggest that faced with this 'problem' 
the management in hotels either, do not know quite what to do about it, 
choose to do nothing about it, or both. 
The former suggestion, that management are not sure how to tackle the 
'problem' of labour turnover, is given further support in the hotel 
interviews of Stage II (see Section 4.2). These hotels generally col-
lected some information, such as records of exit interviews and reasons 
for leaving, which they justified in the name of staff turnover. How-
ever, there was no evidence of any further action beyond the possible 
calculation of wastage rates. There seemed to be no attempt to actually 
pinpoint the root of the 'problem' or to take any constructive steps 
towards a 'remedy'. It should also be remembered, at this point, that 
the sample for Stage II is undoubtedly very strongly biased in favour of 
the more formalised and bureaucratic hotels within the industry. It is 
likely, therefore, that only productive action with regards the labour 
turnover 'problem' will in fact be less in the hotel industry in general, 
than in the sample used here. In this way, it could well be that in the 
hotels here the management do not know quite how to tackle the 'problem', 
whereas in the overall industry, there is a greater preponderance of 
establishments that simply choose to do nothing about it. 
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The attitude of hoteliers to the phenomenon of labour turnover is clearly 
reinforced by the way they manage their establishments. The original 
assumption proposed in Section 3.1.1 was that 'hotels have a weak internal 
labour market structure, and are therefore obliged to accept the domin-
ance of the external labour market ' . The results of this study provide 
clear evidence to support this proposal. 
The suggestions of a weak internal labour market structure - an extreme 
case even - are clear. Each of the areas studied, through interviews 
with the management of hotels, drew the same portrait of informal, flex-
ible and arbitrary managerial practices. Virtually all jobs were open to 
the external market; recruitment was highly flexible with little in the 
way of formal hiring standards; training was largely unplanned, minimal 
and carried out almost by default; there was a low level of internal 
promotion; and appraisals, if any, were highly informal. Moreover, 
EDWARDS I (1) contention that an internal labour market is a product of 
bureaucratic control seems to be borne out. The standard trappings of 
a formalised and durable employment relationship, such as appraisal 
systems, productivity measures,job descriptions and formal grievance 
procedures, were absent in most hotels. 
Two observations do seem to be justified here. Firstly, management appear 
to retain all their options when faced with pressures from the external 
market; yet they do not appear to use them. In other words, the manage-
ment replies suggest that they do not institute formal rules or strategies 
for manpower practices in order to be able to adapt more freely to varying 
external market pressures. In practice, however, judging by the extent of 
internal mobility and the high rates of labour turnover, the organisations 
do not, in fact, use this flexibility for effective personnel management. 
If CHILD's (2) maxim that 'organisations can best be understood by 
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reference to the strategic choices managers make about their environment" 
is valid, then managers in the hotel industry appear to choose to rely 
upon, and hence be buffetted by, an external labour market, rather than 
develop an internal labour market through the bureaucratisation of the 
employment relationship. 
It must be recognised that this 'choice' is implicit rather than explicit, 
because in no way could what was found be construed as tactics, let alone 
strategy. The constant adaptation to whatever the external market threw 
up can best be described as a defensive reaction to a chosen dependency. 
Secondly, the findings themselves have to be qualified, because the 
picture of 'ad hocism' may be deceptive. It could, in fact, reflect some 
valid rigidity, say in the job structure itself, which is disabling to 
the formation of a strong internal labour market. 
Many of the jobs in hotels contain few elements common to each other, 
there are few obvious training clusters, and a wide range of necessary 
training periods. Fitting them together cannot be easy. There is 
evidence in this study that managers look for flexible people, whereas 
their problem is, in fact, to restructure work and redefine jobs to allow 
them to make use of flexible people. Reliance upon the external labour 
market and high rates of labour turnover are the consequence, as much 
as the cause, of managerial control strategies. 
Leading on from this argument, this study suggests that ad hoc management 
in hotels is also reflected in the behavioural patterns of employees. 
There is considerable variation, encountered throughout ,this study, in 
labour turnover rates. They varied from hotel to hotel, from occupation 
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to occupation, and even from within the same occupations in different 
hotels. 
However, this variation is not total, in that there was also some element 
of consistency among certain aspects of turnover behaviour within the 
hotels studied. The first important point to note is that there was 
evidence of two distinct types of labour market, each of which exhibited 
differing behavioural characteristics. There is a stable element which 
fits the characteristics of staff in EDWARDS'(3) concept of a 'primary' 
labour market; and an unstable element, with 'secondary' labour market 
characteristics. In his study the stable element represented 56% of the 
staff, who had at least one years service. This proportion of stable to 
unstable workers remained very much constant in all the hotels in the 
sample. 
Such evidence of two types of labour market operating within hotels, 
leads to a key question: What is it that makes some staff so unstable? 
KERR and SIEGAL (4) take this pOint to ask whether evidence of unstable 
behaviour is caused by the intolerable nature of particular jobs, or 
because there is a proportion of unstable people whose instability 
renders some jobs incapable of proper organisation and control. 
This study indicates that it is in fact the people who are unstable, and 
not particular jobs or occupations; and that within each job there is a 
stable and an unstable element. This would then seem to lead back to the 
basic managerial practices and the internal labour market structure. 
Either these people are 'unstable' because, as a part of the secondary 
labour market within a very ad hoc system they are continually 'pushed' 
out of organisations by a lack of reasons to stay. Or, alternatively, 
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there are people whose attitude to work is mobile - people who actively 
seek employment on a temporary basis and prefer not to become settled or 
committed. In this latter case, it therefore becomes either a fault, or 
a choice, in managerial policies that enables such transient staff to 
slip through the recruitment, selection and screening processes. 
The final point that is raised by this study centres around-the consti-
tuency of work loyalty. Do staff develop a loyalty to an occupatioQ, to 
a firm, or to an industry? Taking the findings here, with little move-
ment between occupations, and high rates of labour turnover among hotels, 
would tend to suggest that hotel workers are loyal to an industry and to 
a set of skills, rather than to a particular hotel. 
This suggests that, where skills are easily transferable, within an 
industry such as with the hotel business, people will have less need to 
move outside the industry. In hotels, this is reinforced, by the exist-
ence of unsocial hours for staff which bring workers together socially, 
developing no loyalty to a firm, merely an industry or to an occupational 
community. 
Clearly this study raises many issues in i~s exploration of the labour 
turnover process and adds new substance and ideas to its understanding. 
However, in doing so it also opens up areas and questions for further 
research. One such point would be for a deeper investigation into the 
nature and character of the workers who make up both the stable and the 
unstable element. This in turni'could highlight for m~nagers the extent 
to which they can control labour turnover by more stringent selection of 
people who have 'stable' characteristics - if indeed there are any. 
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Such an investigation would also look at the past job histories of staff 
to see whether unstable workers in one organisation have been unstable 
in other jobs too, or whether they are just s~~eptible to particular 
managerial control p01icies. 
Continuing along this same theme, suggests further research into the 
reasons staff give for leaving their employment. This raises the 
question of to what extent the reasons given are the true reasons, and 
, 
if they are not, why no: and what are the intervening processes? Such 
an investigation could also look at the extent to which employees are 
aware of the push and pull forces exerted by the internal labour market 
and the external labour market. 
Another area for further research could be concentrated at unit level. 
Although it is clearly suggested here that all hotels offer a rather ad 
hoc management style, there is still quite wide variation in the actual 
labour turnover rates. In this study some suggestions have been made as 
to the sources of this variation, but there is still much scope for 
further definitive concJusions as to why the range of rates persists. 
I 
! 
For example, is it a function of the 'degree' of formalisation of manage-
ment personnel practices. 
Finally, there is a quite major area which this study has not addressed, 
namely the question of whether it really matters if hotels exhibit high 
rates of labour turnover. The conclusions here have suggested that 
there is currently a situation where the 'problem' of labour turnover is 
very much institutionalised and accepted. In addition there would seem 
to be a supply of people who are prepared, for one reason or another, to 
join this industry reknowned for poor conditions of work and high 
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instability. What is needed therefore, is a realistic, practical eval-
uation of the costs of labour turnover to all parties involved, along 
with a comparable estimate of how to change existing practices and the 
detailed consequences bf such change. Only then would it be possible to 
suggest, with any justification, whether or not managers should seek to 
reduce the high levels of labour turnover which are currently well 
established in the hotel industry. 
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APPENDICES 
APPENDIX 
UBOOI TODOI'D QUISTIODlIU JUNE '84 
1. How many staff were employed by your hotel, 
2. 
3. 
(a) At 1st January 1983 - (i) Full-time 
(11) Part-time 
(b) At 1st July 1983 (i) Full-time 
(11) Part-time 
(c) At 1st January 1984 - (1) Full-time 
( 11) Part- time 
Kale Female 
N.B. Full-time refers to staff work1ng more than 35 hours per week). 
part;t1me refers to staff work1ng less than 35 hours per week). 
As a hotel manager, which of the follow1ng do you personally think are 
important 1ssues 1n relation to your staff? (please c1rcle) 
very slightly not 
important important 1mportant 1aportant 
(a) Start training 1 2 3 4 
(b) Labour costs 1 2 3 II 
(0) Labour turnover 1 2 3 II 
(d) Loyalty and 
ded1cation 2 3 II 
(e) Quality of app11cants 2 3 II 
Does your hotel collect 1nformation on labour turnover? YES/NO 
II. Do you collect tbe follow1ng information for managerial purposes? 
(a) Rea80ns tor staff leav1ng YES/NO 
(b) Percentage rate of labour turnover YES/NO 
(c) Percentage rate of labour turnover by staff occupation YES/NO 
5. Cons1der1ng tbe industry as a whole, do you believe tbat labour 
turnover 1s a preble. whicb needs attention? (Please circle) 
6. 
8. 
Higb prior1ty/Med1um pr10r1ty/Low priority/Not a problea 
Hov aany nev eaployees(rull and part-tiae) vere engaged by your 
establ1abMnt between 1st January 1983 and 31st December 1983? 
-t·· 
Hov aany eaployees(rull and part-time) left your botel betveen 1st January 
1983 aDd 31st Deceaber 1983 for the follov1ng rea8Ons? 
(a) Res1gnat10n (d) End of fixed term of contract 
(b) D1aaissal (e) Other, (e.g., retirement, 
(c) Redundancy death) 
What vas the lengtb of serv1ce of all persons eaployed in your botel at 
1st January 19811? 
Lengtb of Less than 2 - 3 II - 6 7 IIOntba 1 - 5 Over 
aontbs serv1ce 1 aonth aontbs - 1 year years 5 years 
Number of 
eaployees 
Would you be prepared to ansver aore deta1led questions on labour 
turnover? rESl'o 
With whoa do we make any further contact? 
Nu. • •••••..•..••.•••••••.•..•. Position . ....•..•.............. 
Telepbone .umber ••••••••••••••• 
11l11li roo rol rool ~nuna. 
Al 
APPENDIX II 
STAGE II - STRUCTURED INTERVIEW QUESTIONS 
IN DECIDING ON WHAf INFORMATION I NEED FOR THE STUDY OF LABOUR 
TURNOVER, I HAVE DIVIDED THE QUESTIONS INTO THREE MAIN AREAS. 
THE FIRST AREA OF QUESTIONS CONCERNS THE STAFF AND THEIR EMPLOYMENT. 
1. How many casual staff do you employ? What is the average number 
you employ per week? 
In what jobs? 
I 
Particular seasons - numbers 
Regular pool/emergency staff 
2. Do you use any measures to determine the productivity of the staff? 
Which staff? 
What measures? 
PROBE - How many rooms does a maid clean? 
Is that laid down? 
How many barmen for how many customers? 
Is that laid down? 
Etc. 
(If written, obtain copies) 
3. Do all the staff / any of the staff get issued with a job description? 
Which staff 
When 
NEXT I WOULD LIKE TO KNOW ABOUT POLICIES CONCERNED WITH THE SELECTION OF 
NEW STAFF. 
4. Who is responsible for selecting staff? Is the personnel department 
involved? 
How do you recruit? 
vetting / final decisions 
identify the labour market - local or otherwise 
selection criteria - different jobs 
references before / after selection 
contracts 
, 
What is the biggest problem you encounter with recruiting new 
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staff? 
5. What about the induction and training of new staff. How does the 
hotel deal with it? 
introductions 
initial training - extent 
- by whom 
- how long after jOining 
level of initial responsibility 
is it followed up? 
6. What about further training within the hotel? 
by whom? which staff? how often? what criteria? 
on / off job training 
trial period? 
how many qualified HeITB instructors? what departments? 
training records 
7. Do you have an appraisal system? 
by whom? which staff? How often? what criteria? 
8. What are the hotel's policies for promotion within the hotel? 
examples - numbers for those promoted within the past 12months 
what criteria are used 
change of occupations - rigidity of internal labour market 
. 
9. I'd like to know a bit about the time management of staff here. Who 
is responsible for organising the staff rotas? 
changes in rotas 
criteria for changes e.g. days off - seniority 
10. How much holiday do staff here get? 
11. What about payment ststems within the hotel? 
incentives / bonuses 
tronc system 
other benefits 
overtime - % of payroll as overtime 
- PROBE - Average amount Qf overtime per week 
- Nos of staff during average week 
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12. To what extent does the hotel provide for the staff? 
uniforms / 
accom6-dation 
mea 1 s - qua 1 ity' 
facilities - showers, TV room 
other 
13. What are the official grievance procedures for the hotel? 
extent of use - numbers per year 
numbers, if any, industrial tribunals 
I 
THIS NEXT STAGE MOVES ON TO INFORMATION ABOUT TURNOVER WITHIN THE HOTEL 
14. Why do you collect information about labour turnover? 
Who is responsible for collecting it? 
15. What sort of information do you collect about labour turnover? 
why they leave 
where they go to 
which departments they come from 
16. Do you conduct 'exit interviews' with leavers? 
by whom 
which staff 
17. Do you follow up on those staff who simply fail to turn up one day? 
AND FINALLY, I WOULD LIKE TO FIND OUT ABOUT CHANGES WHICH HAVE TAKEN 
PLACE WITHIN THE HOTEL IN THE PAST FEW YEARS. CHANGES WHICH MIGHT 
AFFECT THE LEVELS OF EMPLOYMENT, OF LABOUR TURNOVER, AND OF STAFF RATIOS. 
18. For example, have there been any changes in policy of staff related 
hiring standards 
technology 
products - e.g. carveries, buffets 
changes in work processes 
major investments 
19. Are there any such changes planned for the near future? 
, 
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APPENDIX III 
THE HOTEL SAMPLE 
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APPENDIX IV 
HOTEL I - SAMPLE INTERVIEW 
Interview with.Assistant Manager responsible for Personnel 
(represented by IVI). 
JS How many casual staff do you employ? 
V Five and that's for banqueting. In the su~er obviously it goes 
down because there are no functions but from now till past 
Christmas, probablY'until March, we definitely need them. If we 
do need any extra people we like to use our own staff, because 
obviously the functions are repeat ones and they like to see the 
same faces. So anyone who's not working on the restaurant perhaps 
they will come in and work lunch. We have porters who work in 
banqueting. They have been trained. 
JS Do you use any measures to determine the productivity of the staff? 
V Not really, no. 
JS Do you have a particular number of rooms for a maid to clean? 
V Usually ten. 
JS Is that written down? 
V No. 
JS Do all the staff or any of the staff get issued with a job description? 
V Some are; not everybody. They've all got job descriptions, but 
they're not all different. Commis for example are all basically the 
same - just one job description for all commis. 
JS Do staff get to see one before they start work or is it explained to 
them? . 
V It is explained to them and then the Head of Department will go 
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through everything with them. Shadow them so they learn it that 
way. But we don't have the sort of attitude where they say "~ell 
it's not on my job description so I'm not doing it". Nobody's ever 
said it's not their job. 
JS The next area concerns policies connected with the selection of staff. 
Who is responsible for selecting staff? 
Y Well, the manager does get very involved for senior staff, heads of 
department, office staff, senior supervisors. Otherwise Heads of 
Department get their own staff. I'll put in any advertisements if 
I 
they want, get in touch with job centres, things like that. But 
they will interview. 
JS So how do you go about recruiting? 
Y Well, we try to promote staff from within, but if that's not possible 
we will advertise externally. We do use the 'Caterer' a lot for 
senior positions, for receptionists, secretaries, chefs, restaurant 
people. Chambermaids, night porters will go into the Standard, also 
the Job Centre. So we do spend money advertising, as the Caterer 
isn't cheap in that respect but we do get a good quality staff, such 
a wide selection. Then you've also got for those sort of people, to 
provide accommodation because they are coming in from outside London. 
JS What about selection criteria for different jobs? . 
Y We don't really have it written down what we are looking for, we just 
know the sort of person we want. Because we're not that big we have, 
at the most 120 staff on our books, we kno~ everybody and what sort 
of people they are, and what sort of people will fit in. It's more 
on a personal level - personality. If there were two people coming 
for the job and one had worked in a really high class hotel and good 
experience, but had a terrible personality - couldn't speak to the 
guests and another person from a lower class hotel and not so good 
at his job but was good with the guests then he would get it. 
It's really because lots of our guests are repeat guests and they do 
like to have people who will talk to them and make them feel at home. 
, 
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We do have red stars and that's the difference between having black 
and red, the quality of the staff - whether they are cold and stand 
offish, or whether they take care of the guests and treat them as if 
they are coming into your own home. That's what we try to do here. 
We try to keep·the element of it being a hotel in the old-fashioned 
way not the modern way of trying to get them to their rooms, to spend 
their money, etc. We have to think like that, but the guests here 
come first. When you see someone you can tell if they are going to 
fit in. 
JS What about references? 
Y We chase those up. Before we choose. 
JS And contracts? 
Y Yes, they are given to them hopefully in the first week or two weeks 
that they are here. 
JS What is the biggest problem you encounter with recruiting staff? 
Y It tends to fluctuate. You can't expect the demand that's going to 
come for any advert we put in. There was one time we put in an 
advert for a receptionist and we usually get a really good response, 
and we only got a handful. We put it in again a few weeks later and 
we got a lot of people again. It tends to vary like that. One 
time we changed our advert slightly and that worked. People just 
write in and we do seriously consider them. We do read through it 
and if they are the sort of person we would consider, might employ, 
then we do write back to them and say would they like to come and 
see us. 
JS What about the induction and training of new staff? 
Y I do their contract and induction from here. So when new staff 
start, within their first week or so, then .they come in here. They've 
usually had a few days in toe department so they know where things 
are etc. Let them see round the hotel. 
JS So who does the initial introductions? 
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Y It's usually the head of department or myself. 
JS What level of responsibility does a new staff member get? 
Y If it's a chamoermaid they are often put with someone for the first 
few days just to get them into the way we do it as everyone has 
different standards. 
In that respect the chef keeps an eye on his - he'll always be sure 
that whoever he takes on swops round and knows what they're doing. 
He takes a lot of time to train his staff. And same with the 
I 
restaurant too. 
JS Is the initial training followed up? 
Y We don't have very formal training here. 
level - so often they don't get anything. 
and safety and things. 
It is done at department 
We do do fire and health 
JS Do any staff get sent on off-the-job training courses? 
Y Well, we've had some off on the TSI - that's really senior members 
of staff. Others have gone on the courses run by the wine and 
spirit Education Trust for instance wine waiters, arid that's paid 
for by the hotel. But we will send people on courses and pay for 
their tuition. We do have some people who are at courses for 
practical skills and we pay for them. 
JS Are there any qualified HeITB Instructors in the hotel? 
Y Well we have a few TSI but nothing higher than that. They're in 
all departments. 
JS What about training records - do you keep any? 
Y No not really. It's all basically on the job training. We keep 
a record of fire and health and safety - people who attend those. 
JS Do you have an appraisal system? 
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Y We do in some way. We always review our staff when they get to 
10 months of employment, because when they get to 1 year they are 
totally immune to anything that we can do to them. If they do 
anything wrong we have to go through the proper procedures to get 
rid of them. Up to the first year we can sack people on trivialities. 
50 we always review our staff, as sometimes you don't realise how 
long someone has been there. You think that they aren't really 
doing what they should be doing, but getting into a rut. We have 
a chat with them and see what they intend to do; and if they don't 
think they will pull their socks up then thats when action has to 
be taken. 
J5 What are the hote1~s policies for promotion within the hotel? 
Y They're very good. We do have people who are promoted. We always 
try to promote from within, and we do have people who tend to go 
from one department to another. If one person wants to go to a 
vacancy in another department we will seriously consider them and 
let them have a chance to try it and see what they are like. 
J5 Can you tell me how many people have been promoted within the last 
twelve months? 
Y Well, one of our night porters went onto days to the third porter, 
so he was given a lot of responsibility in that respect. Our deputy 
receptionist was promoted to head because the head ~eft. A couple 
of waiters were promoted and a wine waiter was promoted. A commis 
chef was promoted to head chef and one chap qualified and got his 
'City and Guilds ' so he changed from an apprentice to a commis. 50 
that's about it (7 in total). 
J5 Are there any particular criteria used for promoting staff? 
Y Well, for instance we1ve had a lot of shuffling around in reception. 
The head receptionist left at the beginning of the year and the 
deputy, because she had been here for 5 years, she automatically 
went to become head. And then the person who was under her had been 
here for two years but she was only 20, so ~he wasn't really old 
enough to take the position of deputy. Though she knew the work very 
, 
well because of her length of service. 50 we felt we had to advertise 
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externally because there was such an age gap between the Head and the 
next one down so seniority is not always the criteria. 
JS lid like to know a bit about the time management of staff here. Who 
is responsible for organising staff rotas? 
Y Heads of department do that. 
JS What are the criteria for changes in the rotas? 
Y If anyone wants a specific day off they go to the Head of Department 
I 
who will try and give it. If the business won't allow it then 
their request will be denied. If it's like staff party night, then 
that's just the luck of the draw really - just put your name down 
first and the unlucky ones are left behind. In reception when they 
have their rota, the boss has a little pocket diary there, so if they 
want a specific shift or day off the Head Receptionist tries to give 
them that. They sometimes work it out amongst themselves. So long 
as the work is done and the shifts are covered then thats OK. 
JS How much holiday do staff here get? 
Y Four weeks per year unless if they have been here mor 10 years they 
get 5. But they have to accrue it in the previous tax year so if 
they start now they won't get any holiday between now and April, then 
from April onwards they'll only get a proportion based on what they 
worked from September to April as part of a year. 
Usually though Heads of Department try to arrange bank holidays, or 
days off together to get a decent break for staff. Especially in a 
new job it can seem a long time. 
JS What about payment systems in the hotel? 
Y We pay everybody by cheque on the first of the month, but we also 
operate a sub-system whereby on a Friday and a Monday they can come 
to this office and we can give them cash upto the value of what 
they have earned up to that date. So they ~an come here and get a 
cash wage. But we have to close that about seven days before pay 
~ 
All 
day so the wages can be worked out. 
JS What about incentives and bonuses? 
Y We have a bonus·from the wages budget. It was started about six 
years ago and (the Owner/Manager) put money into it to prove it 
would payout. It hasn't paid out since until last April and then 
everybody got about - well the people who qualified - had been here 
for the whole year - they all got about £600. That's based on the 
amount of wages compared to the turnover. We budget the wages to 
be 36.5% of turnover, and the difference between the budget and 
I 
actual is divided equally between all staff. The manager got the 
same as the kitchen porter. 
JS What about other benefits? 
Y We don't have anything like medical cover or private patients. We 
give everyone their 10% gratuities. Sometimes (the Owner/Manager) 
will give spontaneous gestures. Like when the last AA Guide came 
out and we were re-awarded our red stars, (the Owner/Manager) gave 
a certain sum into the wages to be split among the staff. Also 
Christmas bonuses - things like that. 
JS What about tipping? 
Y Well, we do insist to guests that service is included for meals 
except breakfast. But it is entirely up to them. 
JS How is it sorted out? Do you have a tronc system? 
Y Yes, the restaurant do. The porters keep it to themselves - keep 
whatever they get. In the restaurant it works on a points system. 
JS What about overtime? 
Y We tend to pay it at time and a half or double time for their 
day off. But it is within reason. 
JS Do you have any idea what percentage of your payroll is overtime? 
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Y 5% for August but that's a quiet month so probably not a good 
indication. It can go up to about 10% - a bit above around 
Christmas time. 
JS Is that mainly in certain departments? 
Y Well, banqueting do a lot of overtime. The restaurant do and the 
chambermaids do if they come in to do the evening turndowns. Kitchen 
do a lot of overtime - and kitchen porters. 
JS So in the average week how many staff would be doing overtime? 
Y About 60%. 
JS To what extent does the hotel provide for the staff? 
Y 40 live in. They do have nice accommodation - mews accommodation 
across the road. They get their meals on duty if they don't live 
in and if they do then they get all their meals. They get uniforms 
and uniforms laundered. If they don't like their meals or whatever 
they can say. There is a television in the changing room for people 
who do split shifts. They all have showers with soap and towels 
provided. 
JS What about official grievance procedures? 
Y We do explain our system to the staff. We haven't had that many. 
Only one about two years ago went to an industrial tribunal. The 
general manager gets very involved. Obviously people, when we 
review our staff and we say well, you are not really the sort of 
person we want, everybody goes off and goes to their law centre or 
whatever, because they can do it so cheaply. We get the little 
letter and once we tell them well look, they haven't been employed 
with us long enough to have a leg to stand on. 
People who leave often go to try and claim social security and we 
have to explain why they left. If we have got someone who keeps 
taking time off when they are supposed to b~ at work it's not fair 
at all, because everyone else has to cover. So we really have to , 
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say goodbye to people like that. 
JS Do people tend to adhere to the official procedures? 
Y Usually grievances aren't as strict as that. We don't have to have 
departmental representatives all the time if someone does have a 
grievance they can go straight up to (the Owner/Manager) and say 
"I' m not happy" and he'll sort it out for them. We do also have 
staff representative meetings every month. They're not Heads of 
Departments but elected by the staff. Either (the Owner/Manager) 
or the General Manager will be there and they'll make a decision 
I 
on what is to be done. That's like a safety valve and it tends to 
stop things getting out of hand. 
JS The next stage of questions moves on to information about turnover 
in the hotel. Do you collect such information? 
Y Well we collect it here in this book. This goes back to 1974 so 
thats all the people who have left in the last 10 years. Then any 
other information is on staff records. 
JS Who fills in the book? 
Y Well, I do when they come for their final wages. 
JS Do you conduct exit interviews? 
Y No, only if it's someone we really don't want to go, then weill ask 
them why they want to go and so on. The general manager does anyway. 
JS Do you follow up on staff who simply fail to turn up one day? 
Y Oh yes. We try to find out why. We have telephone numbers and so 
on. If they live in we can catch them out - find out what they are 
up to. Their attitude is obviously not right if they can just not 
turn up. 
JS Finally, I would like to know about changes which have taken place 
in the last few years. Changes which might affect the levels of 
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employment, of labour turnover and of staff rates. 
Y I can't think of anything - only trivial things. Like we used to 
have people employed as valets, but now we have hall porters/valet. 
They are based fn the hall as a porter, but if someone wants a suit 
pressing or something then they do that. They get p~id extra for 
doing it. It's really just a redistribution of staff rather than 
cutting down on the numbers. Another one which may seem a bit 
trivial. We no longer employ people as full-time floor service 
workers. The restaurant rotas people to cover floor service and they 
have a bleep. Floor service is based on third floor, but the phone 
I 
also rings in reception so at busy times say lunchtime, reception 
can take the order and bleep the person sitting upstairs when some-
one might just order well say a bucket of ice. So the service is 
still covered but we employ our staff differently. 
JS Are there any major plans for the future? 
Y No, not really, as far as upgrading rooms - we are always redecorating, 
but there aren't any major changes. 
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APPENDIX V 
DATA FORMS FOR·HOTEL EMPLOYEES 
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